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=/ the various historical offices in the Department of
Dafanse were roquested by‘the Chairman, Blue Ribbon Defense

Panel; to study past major organizational and managerial

the command and control function, or coordination with other

A

governmental departments or agencies.
The respon.as received are considered to be of sufficient

interest to be printed as an Appendix to the Panql'g‘ggpo;t
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without necessarily implying endorsemerit by the Panel.
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i changes in the Dafanse eatablishemnt. The goal was ‘tc ob- |

. tain Sn appreciation of why and how past ehenggi occurced .and .
3 te thoreby derive a better understandiﬂq of what changes may
1 ‘be required today and how necessary changes might be effected.
i To be considered "major®, a channe had to have an important ,
g impact on mission perfcrmance, the daecision-making process,
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Panel reques 5

Responses byt

Hiistorian, Office of the Secreta 2 Dafense

Chief of Military History,
Department of the Axmy

Office of the Chief of Navel Operations,
Department of the Navy °

O0ffice of Alr Force Riatory,
Department of the Alr Force

Director of Marine Corps History )

Historicsl Division, Joint Secretariat,
Joint Chlefs of Staff
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DETAILS OF INFORMATION DESIRED RFGARDING PAST MATOR
CHANGES OF MILITARY ONGANIZATIONS

o o e il -

i

. 3

The Fanel does not desire comprehensive {nformation conceming wajor : . ;
coanges of the pasty. Instesd the Eanel vants only that information . K i
: 4

necessary to an underutanding of the "mechanism for change" which was
{nternal te the organisation at the ‘lme it was reorganiaed in esch case. : 3

T

The Punel does not consider a change major which did not huve an {mportant | .
impact on misalon parforuance, the deciu{on-making process, the commund P Y,
and control function, or ceoordinntion with other governmental depattments

or agencies.
\ . uents should include,' but not de restricted to:

8. A description of esach major orgunizaticnal chauge.

.
e e L

‘b,  An identification of the "new concepcs" which served to Justify
the change.

. An uinlyuls of the' relative degree to which the change in concept
was motivated by ideas, events, personalitles, new weapons, and formal
organizations which were dedicated to bringlng sbout the change.

4. Showing the relationship in time among ideas, events;, and hardware.

¢, Showing the rele.played by pacple operating as individusla as
opposed to paople Who operated as movers within the orgenisations whivh

pushed for the change.

f. A description of the manner and degrea in vwhich s "mechsnism for ’ |
change" hes teen institutionalized within the military in the past at the ‘
time of each major change. 3

g+ A dencription of the interplay between individuals advocating [
change, and the central urganizational authoriiy of the time. ' q

B ] oot

-

Y“e A deacription of the relutlionship btetween military education . :
| ]

and clange.

1. A duseription of the influence for chunge exerted by sgencies f
which wore cutside of the military. .

|
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OFFICE OF THE ASHISTANT SICRETARY OF DISINSE ' A ]

WASHINGTON, 9. £. 30900 ' i
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. . . 3

The attached comments assume that the Panel and its staff are familiar ‘ 3

vith the details of the post-1945 organisational developments. Con- ‘ s : 3

sequently, amphasis has been placed on the abiding factors that have | { _
conditioned all Defense reorginizationy and on the interaction of ! :

theae factors in sdvancing and limiting chenge. .

Inevitably, the point of viev is that of the Office of the Secretary -

of Defense. While it i{a true that the Department has no reason for :

its existance excupt the forces in the field, it is equally true that
avery staff officer should think in terms of the problems of hia f
suparior, not in terms of his own problems. 3Hoth fects are still !

frequently forgotten.

‘-‘k‘ q‘ w \‘MM
R. A Winnatker
Ristorian, 08D
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TR HISTORICAL FRAMEWORX

It 1s deyond dispute tha'l we would not have organized ocur amed
forcea the vay they are today §f we could have atarted from sceratch
after World War II. Such an opportunity, hovever, never existed. The
key problem was and remaits vhat is practicadle in the exisiing environs
ment, not vhat is theorvtically desirable.

Inportant smong tbe fwetors influencing the post-154S military
organization have bmen 1? the historically inarained attitude of the
eounhtry to the military, (2) the Constitutional checks wnd Bulancea
tetweun the Executive and Legislative Bronches, (3) the traditional
ralationship of the Comardersin-Chief to the military Servicesn, (4) the
changing role of the military expert, and (5) the upsetting technological
rvolution of cur age.

1. The Nation Lonks at the Militery

Throughout our history we have hal an ambivalent ututuh 10 our
professional military. : . '

We have extanded %o the uniform much ¢f the reapect we hold for the
flag. We heve mad. honorable military service almost a prarequicite for
vlective office during much of our higtory. Most of ua admire martial
virtues -~ honor, duty, country. The majority of our nationuyl herocs
are nilitary men. -

At the came time we tnsist on zivilian control of the military.
Not rany parents rejoice vhen their offspring chooses a military
eareer. The vaut majority readily Wwlieve} uny story about military
vaste and atupidity, symbolised in our derogatory concept of the "military
nind." The allitery and militarism are constantly confused.

It 13 the atcitude of suspieion that has usvally been dominant. Al)
reorganizations must claim to enhance civilian control. Civilian
guidance 1s required to increase econamy and cfficiency, A Prussian
Oenaral Staff nystem, whatever that may be, spells the doom of the Ree
pudlic. In var the armed forces arc “our boyg," but in peace the utmost
vigilance ic¢ tndlcated. : . )

This attitude is reenforccd by the prevalent visws concerning our
rational interescts. Ueography and the wealth of our rescurces have made
us an jsolationist nation at heart. We want the world to leave us alone.
The fact that such iiulationism is no lounger feasible is acecpted only
reluctantly, if it is accepted at all. Wo would like Lo ignore the
world-vide regponsihilities that have been ihrust upop Ut =« largely
asainat our will. %We drean of a world as it should be, trying to
ignore the world as 't 1s, and our armed forces are a constant reminder
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that our dresms are not being realizsed. Thus, the military are at best
& neceasary evil, never to be given the benefit of the doudt.
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2. The Presidcnt and the Congress

In the Declaration of Independence the Founding Fethers lirted in
their indictment of George III that "he has kept smong us in times of
peace Sta.ding Armiss, without the consent of our legislators," am
that "he has effected to render the Military independent of and superior
to the olvil power." The fear of military rule vas as s¥rong in 1787,
Vhen the Constitution vas being fashiocned, ar it had been in 1776, The
Constitutional clauses, authorizing a Standing Amy and establishing a
Camander-in-Chief, were approved only after lengthy debate and after
specific oafeguards had been written into the Constituion.

1
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The Commandorein-Chief's office vas assigned to an elected offiecial,
the Preaident, accountable to the people every four years, hut the in- . o
strumunts of control wvere veated in the Congress. Not only was the
President to share his appoin:iive power with the Senate, but the Congreas
vas cpecifically given (a) the pewer to declare var, (bs the pover of
the purse, (c) tha power of making rules for the governuent and regu- .
lation of the armed forces, (d) the pover to call the militia into . ‘e _
Federal service, and (e¢) the pover to impeach the Cammander-in-Chief. ‘o
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Faradoxically, by guarding against the possible misuse of nilitary {
force, the Founding Fathers weakened the exercise of effective civilian
control. The armed forces received tvo masters instead of one, and
there twvo, jealous of their respective powers, were frequently in dis-
agrespent with each other. The failure to define the authority of the H N

- Communder-in-Chief added fuel to the conflict. Thus, the military Ser-* '
vices usually received a sympathetic hearing in the Congress vhenever ! :
their dislike of an order from their {mmediate superior becare known.

P

From a management poirt of vievw, this situation can be considered
intolerable. From a politi:cal point of view, it is acceptadble to those
who believe in checks and balances -- particularly since the difficulties
created by the dual control have been merely annoying rather than truly
harmful. :

3. One Hundred Figh.y Years of Unification

The armed forces have been unified since 1760 under the President, }
-their Commandor~in-Chief. What has changed from time to time {s merely .
the organigzational pattern supporting the Iiesident in carrying out his
military functions.

During the first nine ycars of the Republic, vhen the armed forces
were practically non-cxistent, a single War Department assisted the
e Precident. In 1798 naval activities were asuigned to a newly created
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Department of the Navy, and for nearly 150 years the President vas the
sole coordinator of the two departments and the sole court for settling
disputes.

During the 19th century this wvas a reasonable arrangement and not
very burdensome. Army and Navy missions seldom overlapped, and, in the
absence of instant communications, such prublems as arose in the rield
had to be resolved in the fie¢ld anyway. Moreover, the miiltary Services,
being relatively small organizutiong, except in time of war, caused no
earth-shaking problems. The peace time Army never reached 30,000 men
in the years before the Spanisvh-American War, and the peace time Navy
stayed below 13,000, and the peace time Marine Corps below 4,000.

This situation gradunlly changed after the turr of the century.
First, the emergence of the United States as a world power, acdcampanied
by a deeper involvement in internatiounsl problems, gave an increased
importance to an effective Joint rmilitary policy. At the same time, the
technological revoluticn, particularly the development of the airplane
as a military weapon, had a disturding eflect on the traditional missions
of the Arfy ard Navy. And finally, the constantly increasing recponsi-
bilitles of the Chief Executive made the proposal to delegate the dburden
of coordincting the two military Jervices to a subordirate an ever more
attractive one.

Until World War II the pressure for organization reform failed 'to
produce any major results. Nev organizational mechanisns were inmprovised
during World War II, and the National Security Act of 1947, far from
being radically new, merely tied together into a aingle organtization
functions and agencies already in existence. Coordinating fun.tions,
previously carried by the Pregident, were assigned to the Secret.ry of
Dafense., The existing .Joint Chief of Staff organizaticn, the Amy-Navy
Muniticns Board, and the Joint Research and Develomment Board were nade
statutory bodies. The quasi-indeperdent Army Alr Force received co-equal
status wvith the Army and Navy. ’

The nev element in the 1947 reorganization was the possibility
that the President's new deputy for military affairs would devote 24
hours of his day to his coordinating function, vhereas the President,
being a busy man, had baen able to spend only a naminal amount of his
time on thig rosponsidbility. Such a develomment would give new meaning
to the Commarder-in-Chief'g powors and also might establish a bvarrier
between the military Services and their commander. These two issueg -«
stricter controls and proximity to the throne -- baceme the major subjects
of the cubsequent. unificatiov debates.

4, The Military Profesgional

During most of the nincteenth century no sharp dividing line exicted
between the military and civilians. Professional training, while desiradle,
was not considered essential for an officer. Appointments to high military
rank from civilian life were normal {n wartimc. With Goverrment employees
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operating under the "spoils system,"” military officers inevitadbly also .
participated is politics. Their political vievs vere well krown and
I affectod their assignments. Running for office vhile on active duty vas
not considered objectionsble -- pee Generals Taylor (13L8), scott (1852),
- Crant (1868), Hencock (1880). Pudblic ericicism by military officers of
Presidential policy was not infrequent and public statenents ou non-
military matters vere a normal practice.

i mrein i il 11

With the rise of the nrofezaional military expert toward the end ; . :
m of the century this freedam was substantiully reatricted. Professional- ‘ :
iwm raised the authority of the military in their own fleld and terded

it ke ki s

1 1

- to fence off militery activitiec As a separste preserve, to bte admiri. !

X stered autonomously by professional officers usubject orly to the general ' .

- superviuion of civiliaus. It also reenforced the doctrine tha: the i . : 4

- armed forces vere merely an instrument of nationul policy, nct a partici- | ¥ }
pant in its making. The Civil Service Act of 1883 marked the begirnirg N ;

-~ of an apolitical civil service and, by nsmusis, enjoined the militury b e l i
to practice political abatinence. ! N 1 1

- While military officers became less political, the military estab- { h l i
lishment, novever, could not escape being dravn into politics. The ' ‘ 1

- use of regular troops in lavor disputes brought kudos from the right and i 1
invectives from the left. To the 'manifest destiny” Republicans at the ' ‘

s turn of the century, a greatly expdnted avy vas esgential and the Navy, f )
for cbvious reasons, was not reluctant to suppert their cause,providing !

- "a philosophical Justification for this docirine through Captain Mahan. ‘

- In the pre-1917 period the Ammy and Navy by their mere existence becare :
involved in the "preparedness’ debates, but they found fev staunch . !

- defenders in the 1520's as conservatives practiced econony asd pacifists. .

ORI snd inolationists abounded in the lideral camp. During much of this ‘

. periocd the size and role of the armed forces were a political issue, wad i

the fact that the military establistment survived without becaming an .

t instrunent of partisan politics is a tribute to the nev professionnlism -« !

L, symbolized by Genersl Fershing. i

’r World War Il and its consequences opened a new chapter. The raother ‘!

-~

century, becume inadequate to mest the requirements of World War II and
the Cold War as well as those of the exploding technological revolution.
The traditional relegution of the peacutime armed forces to a minor place
in American life became impossidble. Representing a major national effort,
the armed forcos began to exert, whether thay wanted Lo or not, a major
influence on foreign policy, the national economy, science and technology,
personal libvertieo, and education.

narrov military professionalism, developed during the early part of the }

?..‘

Poth eiviliana and the military have mude only partial adjustments
to these dovelopments., 013 shibboleths continued to dominate the dies-
cuscion when they already had lost most of their meaning. No longer
could military professionals plan in igolation and expect to toke over
after the diplomats had failed. The valid{ty of military plans, policies,
and requirements derended mcru and more on the extent to wvhich they were
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! in tune vith foreign, econumic, and other policies than on their own " ) ‘ ]
: merits -- although the lav still called for purely “militar, afvice." t i f .
! : Nilitary effectiveness was becoaing incrensingly dependen‘. on the gue- : P : Z
; ceasful assimilation o. uon-military profes-‘ons, wekr.aricdged in past ; ' |
; . by the military Services in sending an ‘ner.uring number of their affleers v i A
; to civilian universities for the study of econumics, triainess munagvrm.-., L . i i
: international velations, ad the zclences. Moreover, military exym-iicr=a - ! ;
i lost much of iis value as the effect of nuclear weape.i: could .2 renguivd -
] J only in theoretical var gemes and civilians iuvenied .uv ani frapfrar? e ' [ » ;
[ corputer techniques for determining probabilitles. - ay_f 3
: As @ result, the inage of an expert military profee-’sn, withal.lenyw- ¢ ‘]
g adble in its field, begun to fade. In the atemic oge, w ~ulor war vas ' : ?
no longer a continuation of policy but annihllation. . trzrence, while " : i
: 1t required midilary strength, wis au much a political, dipluritiz, C !
' and economic problem as a military ore, in a Cold War militarm siviee ’ 1
: was esnential but scldom determining. Lcoill, the military 3. & wvecly -- b {
: in contrest to many individual offficers -- wanted to re' ¢ Lo inherisel ot . 1
] image of professioralicm while being consciovus that it ver oo of i te Fi )
' but knoving rot what to put in its place. i. . A
g ; !
E S5. The Law of Accelera‘ion : : » v ‘ 3
k ' . ‘ }
' This is the title of the next to last chopier of The Fducuiion of b :
Renry Adams, vritten in 1905 and publirhed in 1917. confronted by ihe !
n%*mﬁon that force in -the universe might nci ba limited, but protahl:r \ ]
L inexhaustidle, Henry Adams wrote: l.

. ’

. "Nothing #0 revolutionary had harpened siuce the year 300.
Thought had nore than once been wpset, dut naver caught and
vhirled about in the vortex of infinite forces. Power leaped

(-

from every atus, and snough of it t5 supply the stellar universe P f
showed jtself running to waste at every pore of matter. Man could . ; 1
no longer hold it off. Forces grasped hia wrists and flung him L. &
about as though he hLad hold of a live wire or a runavay suto- R ’
mobilecses * ’ i ,.
| SO F
"rapoasibilities no longer stood in the wvay. One's life nad ‘
Tattened on impoustbilitics....An immense volume of force had [
detached itself fram the unknown universe of encrgy, wnile vaster L., !
reservoirs, suppused to be infinite, ctoadily revealed themselves, . |
attracting munkind with .iore campulzive course than all the .
Pontic Scac or Godg or Gold that ever existed and feeling still Lot
leos of retiring eddb.... L ‘
"During a millior or two of years, everv gencerution in turn L‘ !
hal tolled with endler ; agony to attain and apply power, all the . L
while betraying the d¢ pest alrrm and horror at the power
Lthey created. The te: her of 1900, if foolha=dy, might stimulate; :
if foolish, might resi it; if intelligent, mig..t bLalance, as vise [_1
and 1oolish huve often tried to do from the Leginning; bul the
' L
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for ues would continue to educate, and the mind would eontinue .
to react. All the teacher could hope was to teach it reaction....

"“Thus far, since five or ten thousand years, the hind had
successfully reacted, urd nothing yet proved thet it would fail
10 react -- but {t vould need to Jump.'

Since 1909 the rate of changc has shifted fram an arithmetical
to a geometric progrossion. It has Lecume trite to puint cut how deeply
this rapid change has affected all arpects of Jife «- 80 deeply that ve
no longer talk about progress. The military vere no exception. Con-
fronted by fundamental changes, they inevitably encountered serious
stresses and strains that quickly developed into bitter debates con-
cerning the vest course to folluw. W vould have had these detates no
matter what the current organizational pattern of the military -- no
matter who occupied the thite Bouse or vhot the conaplexion of the Congress.

At o result of the gcientific and technological revclution, the
art of varfare entered a state of flux, and the past provided Jever
and fewer guilelines for the future. But there were no easy ansvers.
Fven those who adcopted the “"forward look” found fev If any black and
vhite izsues. The cholce was usually not between u good or bad avlution
but tetween the least bad and the vorst ona. ‘'While changes hod to be
made, they had to be evaluated not only according to the goals to ba
reached but also according to the price to be paid by the destiuction of
values that might still be vorth preserving. Moreover, since radical
change, no matter how well conceived, upsats the operaticnal effectiveness
of any organization for a consideradble tine, the military reformers were
confronted bty the fact that the Nation could not atford such a loss in
the current world situation.

WYhether conseious or not of these limitations, the military estab-
listrient made a gradual evolutionary adjustment to the changing times,
rather than a revolutionary one. This curned out to be an intelligent
course to follow, even if it was uonsidered too fast by the moasbacks
and L00 slov by the miassionarics. As a result it can he argued that
the Department of Defunse, denpite ita shortcomings and imperfections,
is probably more responcive to “the law of acceleration” than any other
agency of the Executive Branch wnd s certainly far ahwad of the Legie-
lative and Judicial Branches.
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PRESSURES AND RESTRAINTS, 1947-1570

R

]
During World War II the forces Tor change, at work since the start ['; t
ol the century, gained the upper hand. Single direction of all militery ~ |

camponents, in the field as well as at home, became a prerequisite to ll

the succers of the wvar effort, particularly since the major impact of L R

air pover and s‘rategy and tactics further confused the traditional R '

roles and missicns. In the fleld, this coordination vas achieved through oo
the establishmont of supreme alljed camnanders. At hame, the strategic I '
direction of the war was superiorly taken care of by the Joint Chiefs L "3‘ s i
of Staff organization -- operating happily without a charter of any ' ' }
kind <~ but the canpetition of the Armmy and Navy for manpovwer and pro- y | )
duction resvurces went beyond legitimate bounds many times and was ; 1 ;
_ was*eful to say the least. The importance of the issues as vell as the Lal e ‘ :
vorking hsbits of the President made it inevitable that the Comzander- y 5 4
in-Chief personally assumed overall directicn and became his own Secretary 1 ﬁ N i '
of State, War, and Navy. L § o i i
1. The National Security Act of 1947 - ‘ 5 ; i
[ : i
world War II experience and develomments ruled cut a return to pre- L { E : i
var separateness and strongly influenced the new organizational pattern. ) |
Tae Army becams the alvocate of close unification, aiming to extend to 1 } b
Washington the unity of command that had worked so well in the field, and ] |

was st-ongly supported by the President who, as Chairman of the Senate
Committee to Investigate the National Defense Program, had acquired first- -«
hand knowledge of wasteful Apny-Navy campetition for scarce resources.

The Amy proposals were given a major assist by the irresistible drive

of the Army Air Forces for co-equal status with ground and navai forceg --

[T
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a niddle course. It accepted “he need for unification (fusiug its
separate Military Affairs and Naval Affairs Committees into Armed Forces
Committees effective in January 1947) and fourid the prunise of substantial
economies irresistible. At the same time, however, it was reluctant to
bestov upon the President. any additional powers that would weaken its

role in the civilisn control of the armed forces.

{

- :1
1f we vere to have three military departments anywsy, it appeared best g- ' ‘%
that they be tied together somehow. The Navy took exception to this - , 1
change, egpacially to the unified command in Washington -- fearing for i i
the future of naval air pover and the Marine Corps. It played for time, P ! i
shifted the argument from coordination dbetween the military Services - |
to civil-military coordination on the national level, and finally accepted ]
a canpromise that partially allayed its worst fears. The Congress took - ll 1

|

[ 2o ]
bora-a
i

b 1
The National Security Act of 1947 reflected these diverse currents. L_' 9
The need for closer coordination of foreign and military policy was f
recognized in the establishment of & National Security Council, reflecting y E:
also a desire to reduce the alleged control of foreign policy by the Joint E 3

—

8 Reproduced from
best available copy.
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Chiefs of Staff during World War II. To prevent a repetition of the .
haphazard economic mobilization of the wvar years, a Naticnal War Resources:
Board was created vhich, having been given an impossible assignment, never
got off the ground. The mwsory of Pearl Hardbor losiered, though in fact
unrelated, the coordination of intelligence activities under a Central
Intelligence Agency, directed nominally by the National Security Coumeil.

A Screiary of Defense was to provide the President with the long overdue
staff assistance in military matters by becoming his principal assistant
"in sll matters relating to the national security.”

Tredition triumphed over current requirements, however, vhen it came
to the powers to be exercised by the new Secretary of Defense. He did
not rreside over a department, as recammended by the President, but over
a nev nebulous entity known as the National Nilitary Establismment. The
military Services, which the Fresident had thought might be administered
as departmental branches under Assistant Secretaries, remained Fxecuiive
Departments axvl retvained ail their powers and duties, except for the
vague regpansibiiitlies conferred upon the Secretary of Defense including
the sstablisiment of g;neral policies and programs, the exercise of §§nezal
directior, authority, control, the eliminsiion of unnecessary dupli-
‘eation in the logistics field, and the supervision and coordinatiun of
the budget. With ccordination, rather than unification, as the motto,
even the establishment of a co-equal Alr Force could be ccnsidered as a
step backward, lealinz to triplification. The lonesome Secretary of
Defense could lock for help cnly to three special assistants, although
the President had proposed an Under Secretary and several Acsistant
Secietaries. A: for the Joint Chiefs of Staflf, they remained a camittee
depending on voluntary cooperation, without the Defense Chief of Staff
sugrested by the Pregilent, and their functions were enshrined in lav,
thus removing them from any idle tampering by the Secrctary of Defenge.
Assurance that thcre would be no unnecessary elimination of unnecessary
duplication was provided by making the represcntatives of the military
Sarvices on the Muniticns Board and the Research and Development Board
co~equal with their Chaiiman.

In defense of this organizational wonder, it might be said that it
constituted an evolutionary approach to the problem and that any cloger
unificativa at the time would have been ineffective, in view of the bitter
emotions aroused by the debate. However, it could also be prodicted
that a coordinator -- working merely with pernuasion, sweetrnecs, and light --
would not be able to mecet unification requirements and that under such an
orgnarization the military Services were likely to imitate the tribes of
Israel who stayed in the denert ror fcrty years before they were pure enough
to enter the Promised Lond. .

In these circumsiances, the future debates inevitadbly centered on
the powerc required by the Secruetary of Defense to assure properly unified
axmed forces and their efficient mansgement.
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2. T™e 19’09 Amendments

The stavd-off between the 1nnovot.ora ard the t.ndiuonalhu m
broken vithiz tvo years. while neither the President nor the Army hadf '+ -
developed any doibts about the need for meaningful unification, the
traditionalists lost two of their key supporters -- Secretary Forrestal,
the principal srchitect of the 1947 Act, and Mr. Eberstadt, vho had
provided its philosophical Justification.

Secretary Forrestal sxpressed his misgivings about the sdequacy of
the existing organization as early as February 1948, testifted in favor.
of rajor changes in Sepiember defore the Hoover Commission’s Task Force
on NMaticnel Security OUrganisation, and publicly called for strengthening
his povers in his Annual Report released at the close of the year. Mr.
Everstadt’'s Task Force report, issued in January 1949, recommended simi-
lar changes and vas foliowed in February by the even stronger recammen-
Zations of the Hoover Cormission. On March 4, the President took advantage
of these sucgestions by resurrecting his 1945 proposals, ireluding even a
JCS shairman vho would replace the Joint Chiefs as the principal mnit.uv
adviger to the President and the ‘»ccrctary

. 'I‘he remltins diacussions lod once more to a compromise. in which
the innovators won their major objectives dbut had to accept same re-
strictions alred to protect ths Corgress as well as the midlitary Services .
against arbiirary Executive actior. %hes National Mili‘ary Establishment
becate & full-fledged Executive Departmant, with its Secrstary exercising
direction, suthority, and cortrol -- i.e., total power except as limited
by lav. To assist him in carrying out his increased responsidbilities,
ha ¢btained s Deputy Secretary and his three special assistants became
Asgistant Secretaries. The Amy, Navy, and Alr Force were demoted to
nilitary departments and their Secretaries lcst their places on the National
security Council., (The President, by failing to extend invitations, hwd
alresdy excluded them from the Cabinet.)

The President did not obtain the transfer to the Secretary of Defense
of the statutovy functions of the Joint Chiefs of 3taff, the Munitions
Board, and the Research and Develomment Poard nor control by the Socrctary
of Defenze of all sivilian pergonnal ir the Department of Defense. The
nev CC8 Chaimman was not made the "head" of the Joint Chiefs nor "principal
military adviser,"” but merely o presiding officer without a "vote,” and
the sumerical restricticn on the Joint Staff was not removed but raued
from 200 to 210 officers. At the gamo time, the Secretary of Defense
vas 1014 In no uncertain terms that he could not estaeblinn a single Chlef
of gtaff or an amed forces geneinl stoff of his own, The militory
departmorts ware protected by directing that they should be "scparately
administered” and providing that assigrad comdbatant functions could not
be tinkered with and that noncanhatant functions could not be reacsigned
without first irnforring the Congvend, Ratler than depending on the
tuldgetary and fiscal procodures astigned to the head of an Exccutive
Deparitnent by the Budget and ,..counting Act of 1921, such procedures
ware carefully cutlined under 4 nev Titlu IV.
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In smmary, the 1949 Amendments esteablished a full-time boss for
the military departments, discarding the coordinator wvho too ofteu had
been considered werely primus inter 8. Despite specific limitations
on his powers, challenges $0 his suthor should beccme less frequent
than defore. 8till, true unification remained an attitude of mind and
could not de decreed by lav. Within the National Military Establisilment,
the JCS machinury had creaked and groaned since 1947 under the burden of
allocating scarce defense dollars and determining roles and mission.
Noreover, neither the Air Force nor the Navy had been reluctant to carry
their regyective claims to the public. The 1549 Amendments Aid not and
could nct resclve these disputes, as vas quickly dexonstrated by the
Bavy'a nisbegotten atteck on the B-36-and atamic air power that resulted
in ditter testimony before the Congress in August and October 1549.

3. The 1953 Reorganisctiom

The rivalry detwesn the military Services temporsrily subsided with
the North Korean attack on South Korea as sufficient funds vere made
availadle to meet the reguirements not only of the Xorean conflict but
also of countering the cverall Soviet threat. Still, many people both
in the Department and ocutside expressed unhappiness with the current
organization. Retiring Secretary Lovett wrote a long letter for his
successor pointing cut the handicaps created by statutory rigldities anmd
straddles and above all by the adsence of adequate military sdvice. A
problem ves also created by the uuresclved issue of vhether a military
chief wvas Tesponsidle to the Secretary of his military department for
Dunctions carried cut as "executive agent” of the Joint Chiefs. Members
of tha Congress foud many flavs, particularly in the supply field where
duplication still seemed to flourish. In addition, President-to-be
Eisenhower criticized the organization in ais pre-election spescnes.

The change vas quick in coming. Ou Miruary 11, 1953, Secretary .
Wilson appointed the Rockefeller Cameittee on Defense Organization,
vhich, vith guidance from the Secretary, issuwed its report on April 11,
the gist of vhich was transmitted %o the Congress on April 30 as
Reorganization Plan No. 6 of 1953, ‘The nev organisation became effecdtive
on June 30 after the traditicnalist opposition in the House lost by a
voto of 108 to 23s.

Statutory rigidity vas partially removed by abolishing the Munitions
Poard and the Repearch and Development Board ad trangferring their
fuuctions to the Becretary, as suggested in 1949. The JCS Chairmman was
givon the responsitility for managing the Joint Staff and approving the
relection of ite members, but was not recognized as the "head" of this
"corporate body." Six additional Asuistant Secretary positvions supple-
menved the three In existence and a General Counsel of equivalent rank
wae established to provide adegnate staff assistance to the Secretary.

It vas hoped that administrative action could teke care of the

renaining problems. A legal opinion, erdors»d by the Fresident, pointed
out that no function in the Department should be perfurmed independent of
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the Secretary of Defense and aleo stated that "shparately sdainistered” :
416 20t mean "separately adninistered” ln the sense that the sdainistre- U
o ticn of the military departments vas beyoml the purvicw of the Sscretary
' of Defense. In addition, the Secretaries of these derartments were to
: be no longer just the spokesmen for their dopartments but also the spokes-
i wen of the Secretary of Defense in thess dcp‘rmnu.

ot
o0 -

The President ulso cancd for a JCS rueformation. The Chiefs were
told to concentrate on plunning and on attempt vas made to resolve the
b : “exscutive agent” problem by running the chain of command to unified
ccmmands through the civilian Secretaries rather than the JCS members.
The Chiefs were urged to delegate lecser dutiea than their planning
functions to subordinates and to reduce their aloofness by full coop-
eration with the Office of the Secrctary of Defense. These thoughts
were incorporated in DoD Directive 5158.1, issued on July 26, 19%h,
vhich al#d dppeared to make the Chiefs the Secretary's staff by talking
about "Their Relationships with Other Staff Agencies of the Office of
the Secretary of Defonse.”
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Since the beoic organizational pattern of 1947 vas considered gound,

Post prescripts.

"

Saddened by an insvitable strength reducticn as a recult of the

end of Koresn canbat, the Army was further upset by the high priority
given to the g’ ~ategic deterrence functions of the Air Force, including
the coatly B-52's as well as the emerging intercontinental missileg --

a field in vhich it "knew" it had the greatest expertise. It felt little
reluctance about letting the public know about this “"discrimination.”
Neither an official directive assigning operational responsidilivy for

: strategio missiles to the Air Force nor stricter regulations in publie

. . relations solved the {ssue. The pent-up emotions burst in October 1957

. when the Russians successfully launched a Spuinik and the Congress
b : wvanted to know why we had been beaten to the punch.
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his gripecs, and everybody took full advantuge of this opportunity. The
hewringe, however, proved less than helpful for any new study of Defense
orgrnization, as “"convineing" testimony for almost every poesible organi-
zational change was voiced. Il appeaved that the Depariment was suffering
; from uncontrolled Scrvice rivalries and from too much control by the
Secrelary of Defense and his assistanis; that & lack of decision existed

{ Subscquent Congresolonal hearings gave everybody a chance to air
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there remained little, if anything, to be done to assure the Commander- s
. in-Chief's coritrol over the military Services. ;"' ‘.
. LIRS
o L h. The 1958 Reor‘miution r
, . N . s A}
' Ruman frailty, rather than organisational faults, continued to : ;‘
cause difficulties. The new Administration, encouraged by the Korean v..
Armistice, deiermined not only to stretch out the period for the duild- -\
up of military sirength but also to aim at somewhat lower goals, by D {
budget cellings. This lime it becamc the Arwmy's turn to violate Enily
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in bhigh places et that t00 many deeisions had bYeen made that people aid ! )
not 1ike; that more money ought t0 be spent and that the utmost econcey 3
vas indicated; and that military officers ought to have more influencc :
and be fully under civilian control. $till, the generally accepted .
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misconception that you cesclve substantive problems by reorganiszation
made another reviev of the Defense organization u political necessity.
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The President anncunced such a reviev in his State of ihe Union ot
nessage on January 9, 1958, and the need for reorganiszation was re- .
echoed on January 23 by Senator Johnson, the Chairman of the fenste's
Preparednesy Sudbcommittee, wvho had presided over the recent hearings.
The President as well as the Secretary of Defense sought solutions in R
reducing the remaining limitations on the Secretary's powersz, but the .
traditionalists fought back once more by charging that such an increase .
in povers would undermine lhe Constitutional responsidilities of the
Congress for the "government' of the armed forces and further encourage
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N 0SD civiliano to make decisions on military matters about vhich they Xnew .
N little, if anything.. The resuit, as before, vas a coxpromise wvith the .
sdvantage on the side of the innovators. " a

To dempen the most urgent problem, research duplication in the . .
missile field, the Secretary es.ablished on February 7, 1958, the ,
Mvanced Research Projects Agency with authority to contract for such .
research. The Hotse Armed Services Comnittee felt that the exercise
of such operationsl sctivities in the Office of tie Secretary of Defense
required Congressional avthorization and appropriate legislation vas

approved on February 12.

The key to the President's message of April 3, 1958, vas his
statement that"separate ground, sca, and air varfare is gone forever."
fle asked that the Secretary of Defense be authorised to tranafer, re-
assign, consolidate, or abolish all functions within the Depariment 30
days after reporting such changes to the Comittaes of the Armed Services
of the Congress. The military departments were to de restricted to |
support activities as the Chiefs of the military Services were to lose 3
their statutory comand auvthority vhich vas to be transferred to the ;
!
|
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cammanders of unified and specified commands. The nev chein of command,
bypassing th. .ilitary departments, wvas t0 run from the Fresident and

the Sucretary of Defense through the Joint Chiefs directly to the unified
commands. All orders were to be issued under the authority and in the
name of the Sscretary. The current importance of rescarch activities
was recognized by vesting in the Secretary the authority to perform any
military research and development function and by establishing & Director
of Defense Regearch and Engineering o supervise and direct sctivities
in this rield.

In the debate that followed, the traditionalists tried, unsuccese-
fully for the most part, to restrain the control of the Secretary of
Defense over the military departments and the assigmuent of functions.
The President on Hay 28 publiely ucnivunced some of the proposed restrictions.
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) : B¢ ealled the provision that the Secretary of Defense must exsrecise his

; control of the military de):rtments wolely through their Jecretaries a
"legaliced bottlaneok” and eventually won his point. He congidered the
statutory provision authorising these Secretaries and the Joint Chiefs
%0 complain to the Congress on their own initiative an invitation to
"legalized tnaubordination” wd lost his yoint. We pro‘easted the proposed
veto power for any JC3 mexder concerning charges in ccubatant functions
and won this particular point vhile accepting more restrictive procedures
in tnplementing such changes.

At the end of the dedate, the proponents of cluser unification in
the Cangress had carried the President's proposals even furthcer than he
had suggested. The militery departments Leceme "separately crganized”
rather than "separately siminisiered,” and were told that it wa3 their
duty to cooperate with the Office of the Secretary of Defense. The
Direator of Defense Regearch and Enginwering was not only to supervise
and direct but also to control RAE activities. “hile changes in
statutory and major combatant functions were to be effective only after
a ladorious Congressicnal reviow, surirly and service furctions vere
exempied fra: such a reviev by the so-called McCormack amendment. The
Secretary of Defense vas specifically authorized to assign cr reascign
rey weapons Or WVeapons systems. -- a power not requested by the President,

Chiefs o2 the military Services, who vere to have exercised "cormand
or suparvision” according to the President, vere told that their powers
vere lirited to "supervision" only.

In sumary, it sppears that the Departmont of Defense Morganization
Act of 1958 carried the establisiment of centralized suthority as far
as {t 25uld be carried vithin ihe basic 1947 concept of three separute
nilitary departments. It could be argued that such contralized authority
nod existed since 1949, when the Secretary of Defense was given direciion,
authority, and control over hia ®xecutive Pepartment, wid that subse-
quent reorganizations merely spalled out in greater detail the exient
of the 1949 delegation of authority. Still, those atatutory clarifica-
ticns helped to guiet the criticc within the Depariment.

5. Dovelcpmernis Since 1058 ’

Coviourly the 1958 reorgani.ntion could not resolve the bacic problems
that had caused the stresses and ctraine, It could only provide a frame-
wvork that might focilitate furiher adjuctments.

~he Cons>ituslonal checks ard balances wera bound to continue the
rivalry of the Sxscutive and leglslative Branches over civilian control
af the =ilitary. The technologicul revolution, prosressing unavated,
irevitobly affected the roles and missicns of the military fervices
and with chad their respective budgets. The Sccretary's most urcent
reqiirement, usefil ard reliable military advice, remained to be met bty
an orean'zation keyed %o vhnt President Floenhower hod colled “parochiallum.”
Army, llavy, und ALr Force parsonneld continued to think in Amy, Davy ard
Alr Torce terma -« not Defunse terms. The profesuional militury sontlinued
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0 i{ngict that there was ard must be a military position apart from a
Vefense pocition. Durirg 1959 and 1990 these fssues provided plenty of
raterial for debates in the Congress, in the press, ard within the De-
parwaent of Defenge.

The {~plementation of the 1958 reorganization ralszed once more the
protlen of nilitary advice as glven uy the Joint Chiefg. Should the
Joint Chiefs be considered part of tne Secretury's staff or a separate
ortity? The Chiefs evertually won their separaiencas from a reluctant
President who, cn the one hnnd, clamored for fuller recognition by the
military of the vroad naticnal and political odbjectives into vhich
milizary roquirem=rts must be fitted ared, on <he other, 4id not want to
tarust military leoders into the politlcal arena ard saw some merit in
the argument that the military could not be an integral part of the
civilian corn:rol mechanist.

Thus, the dilemma of the Joint Chiefs continued. 'The more cognizance
they took of non-military considerstions, the more ugeful were they to
the President and the Secrezary and, ad the sare time, the deeper they
became involved ir politics. The less cognizance they <ook ¢f non-military
considerations, the greater their reputution for strictly professional
objectivity ard the greater the rneed for a civilian siaff 1o assist the
Secretary in adjusting military requirements to political ard economie
realities. Cenvinced that a Joint civilian-militery effort wus rnecessary
for the developrment of effeciive military policy, Secretary Gates arranged
waekly meetings with the Joint Chiefs %0 discuss mutual problems. This
helped, but did not resolve the JCS dilerma. 1Irn fact, a considerable 0SD
reviev staff was found necessary, and the military Chiefs have rot been
shielded from politiecal {nvolvement.

Service "parochinlism" has its roots rot only in tradition but
atove all in the fact that the career of ofiicere is closely tied to the
prosperiiy of their Service. This means that programg are Judped not
merely on thair intrinsic Defense merits btut too often on whether or not
they involve a gain or loss for a particular military Service. This
rmost human reaction is recenforced by the existing chain of loyalty, vhich
frequently extends only to the rilitary Chief, excluding al times the
Sccretaries of the military depuritments, often the Secrctary of Dufense,
and occasionally the Commerder-in-Chief. To counter this trend, Joint
schools were entablished in the late L0'c, evaluation reports by OSD
eivilians were authorized ir 1953, and in 1958 previous duty on Joint
stoffs was made & prerequisite for promotion to general or flag rank and
procedures to ease the transfer of officers between the military Servicea
vere developed. These adminisirative actions, while egsential, were also
rather futile. Yith "the carrot" and "the stick” conaticuting the key
factors in the eteimal gome of human relations, unification legirlution
called for applying the stick and failed to provile carrots thuat would
make Defense-thirking in the personal interest of all officers.

In line with the call of the 1958 reorganization for more efflcient
management, Sacretary Cates crcated four Single Managers of cammon supply
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1teus, esteblished a Defense Communieations Agency in May 1960, initiated

studtes for the centraliszatinsn of silitary intelligence sctivitics, and D

introduced s Joint targeting group into 3AC headquarters. Howver, the

clanor for more redical unificetion continued. The 1960 Democratic Plat-

form made ahort shrift of the existing organisation, considering it not U

suitable for the future since it vas conceived defore the revolution in

wveapons technology. A growp headed by Senator Symington prepared a

special report for the incoming President, recammending the abolishment 1

‘ of the military departments, the substitution of a single Chief of Staff L

| foxr the Joint Chiefs, the establisiment of functional unified cammands,
end baving the military Chiefs run the military Services while reporting

| aireatly to the Secretary of Dafense. The report vas accepted for

"further study."”

Pyt | AR, i’ B . .: e
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b Despite the firm convictions and fervor of the proponents of radical ]
changes, the nev Administration eventually decided to use existing authority. 4 .

and administrative procedures to effect such adjustments ws were thought ) SR 4 1

necessary. 7The key elaments to tho new management were the vorking habits r" \ 9

and ability of the new Secretary. Believing in "active” leadership, Mr.
MeNemara himeelf initiated hundreds of special study projects and insisted .

on dnowing not only the so-called bect solution but alsu all possidle s ' !
* alternatives. If such "options" were not rrovided by the sction officers, Vo k

he turned to others for this information. Like the Preaident, he pre-

ferred to work with individuals rather than through staff organizations. )
Under the Sscretary's active leadership,. centralized direction -- pssisted "
ty contemporary advances in c:: puter technology -- became a reality. .
Nov Defense agencies were established for common supply items, intelligence,
and contract audit. Nission-oriented budgets vith S-year projections

vere used to evaluate the nead for nev o increased programs that had
passed the tough “cost effectiveness” teat. Cost reduction programs,
initiated only perioiically in the puit, were given a permanent étatus.

o]

{2
X

.4

L]
Pl

t‘:.

Meex acceptance of this mansgement revolution could not be expected.
Alternatives used to be thrasied out on the lover levels and, if agree-
sent had been reachcd, only the best solution was forvarded. Now
"prestige” recomendations vere given equal consideration with "non-prestige”
recommendations. With the Secretary kecping *uncivilized" working hours
' |- developing possidle options, expert advice had to be defended rather than
explaincd. With decisions Yeing baved more frequently on the Secvetary's
personal analysis than on military advice, enthusiasm and diligen. . in
carrying out approved policias began 10 lag. civilian-milditary rivalry
replaced Sarvice rivalry as e Defense malaise., The merit of the decisions
reached became the first victim in the detates that cnsued. The how things
wvere done «-~ important to morale -- concurned the dcbaters more than what

wvas done.
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While the argumwent concerning the relative merit of centralization
and decentralization as a managemcat concept will probably naver be
settlcd, by the late sixties centralized direction had gone too far too
rast in the view of many Congresslonal members conscious of the prerogatives
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of the uumuw Sranch and of mary orﬂ«u a¢rotad %0 milstary
profussionalims. A sving of the pendulum tovard the senter would
quiet thetr feass. The Rey problems, hovever, would remein -- how o
sahe military sdviee woet effective and uut\d in the delamaination of
national poliey and how to irduce officers to think in Defenue terws
rather than military Service terms.
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ANTC ORGANIZATION = 19031943
THE MECHANISN P CHANOR

I. TNE AMMY IN THE NINCTEENTH CENTURY

The fundamental crgwization of the Army down to 1903 was estab-
1ished after the War of 1812 by Secretary of War John C. Calhoun,
There were essentially two elemants -~ a dapartmental staff serving
directly under the Secretary of War snd the Arwmy in the field divided
into gacgraphical districta or departments under military commanders.
Calhoun alsc cmhd in 1821 the position of Commanding General of
the Army, preaumably with suthority to direct the Amy in the tield.

T™he dopcrhtnw. staff was called the "War Dipnbnnt Ganeral
Staff* dut it was not a "general staff™ in the modern sense of the
tevm. It conalsted instead of a group of hwreau chiefs, each respon-
m'n. under the Secretary for the management and direction of a
specialised Amction. By the 1690's these buresus or staff sections
consisted of the Adjutant General, the Jwige Advocate Ganeral, the
Inapector General, the Subsistence Department, the Ordnance Depart-
mont, che Mxlical Department, the Quartermaster General, the Pay
Department, the Ct;lcf Signal Officer, and the Chief of Engineers, in
addition t0 a Records and Pension Office, Buard of Commissioners for
the Soldiers Home and a Board of Publications. Each of thase sepe-
rate offices functioned not only in an advisory capacity to the
Secretary of War but in the management throughout the Army of assigned
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munctions ard personnel, and seth controlled eupenditure of funds
specificelly appropriated to it by Congress.

The Ammy in the field, tha "line" as opposed t.o. the "stafg",
was organiaed by tactical units (the regimeat was normally the largess)
and atationed at posta throughout the country. m posts were grouped
into gecgraphical divisions that by the 1890's were called departments,
each with a departmental commander. The line was divided into branches
or arms i,e, infaniry, cavalry, and artillery. Although there was much
direct supervision and correspondence by the War Department with each
of the many posts, the chain of command ran through the department com-
manders who exercised nominal control of their respective geographical
arsate Abuve the lavel of ths departments the chain of commund was
less clear and the whole set-up produced a continual conflict between
© the civilian secretary and the bureaus on the one hond and the Com-
ndn‘dl.ng Ganersl of the Army, the titular military heaad of the Army, on
Lha other,

The President was constitutionally the Commander-in-Chief and
many Preaidents such as Madison, Monroe, Jackson, Polk, and Lincoln at
times eaxercised their command personally, usually through the Secretary
of War rather than the Commanding General, During the Civil War Lincoln
did establish a unity of military command under Gareral Grant, though
the extent of Grant's control over the buresus is a matter of some
question. In any case, after the Civil war the old syastem of divided
"control was revived with rﬂsuil tant confllict botween the departmuntal

ataff and the Commanding General throughout the rest of the century.
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" ably clear. The Army was under the control of the Coumanding General

As prescribed in regulations the divicion of functions was reason-

in all that pertained to discipline and military control, and all
orders and instructions from the President or Secretary of War relating

% ..m to military operations or effecting military control and discipline
‘ were to be promulgated through him, On the other hand, fiscal affairs
? ! were to be conducted by the sacretary of War through the several staff
3 ' departments — "The supply, payment and recruitment of the Army and f.h. ‘ ! {‘:
- < direction of the expanditures of appropriaticns for its support are by ’a:'_{‘_-;
; law entrusted to the Secretary of War. He exercises control through ‘ 5
o eam-uoféuwuneparmt. He determines where and how parti- .":_.‘:,
) 1 cular supplies shall be purchased, delivered, inspected, stored, and ‘A::
N distributed. . ,,
| Lt This theoretical clarity did not exist in practice. An informal : l_
alliance insvitably tock shape between civilisn secretaries snd the ;'
N staff buresus that effectively hamstrung the cm;dAnq-cenQ:u-s 1
i o exercise of powers over the Army. Throughout the century thure was :
_. continued conflict over the question of whether btureau instructions f
’ ‘ and orders to the department coomenders had to be issued ﬂtroughu;:an-
‘ wanding General. The departmental staff's responsibility for logis-
- tical matters inevitably diluted the Commanding General's control over
i ‘ 3 the territorial departments. General Sherman as Commanding General, . ‘
; when denied control over the bureaus, removed his headquarters from h;
( washington to St. Louis where it remained for many years. Since °
; Secretaries came and went, power gravitated to the bureau chiefs, who, :
:
-
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; .‘_ for life or until they reaigned. Therp was no real coordination of - l ‘
E the efforts of the buremss beyond the 1ittle exercised by the Adjutent - x
; ; General‘s Office, officially designated as the buresu of orders and ¥ ‘
E records of the Army, and by the 1890's clearly the moat powerful 5 :‘g
"'_ | i ! ancng the staff agencies. The various bureaus operated as virtuaily T §
; ; : indepandent entities within their spheres of activity and these effa :
: : spheres overlapped and conflicted in many ways, leading to jur.zs. l 3 ‘;s
o dictional disputes. Since promotion spportunities in each dopart- 3 -*""
; ; nent depended on the quotas of officers assigned it was quite natural I f -
j ‘ - for each, and the line branches also, to attempt to enlarge their ' o \&\:ﬁ
" i fields of actavity whenever the opportunity offered. T oy
. The whole system was sanctioned and regulated in the minutest - I :
i ! details by Congressional legislation, and the mechaniam for change -
5. 5;‘_ involved almost invariahly Congressional action. The relative T
E l influence of staff agencies nd of line officers with Congress con- - ‘:
saquently was an important part of the picture. R ]
; The War Department then, at the end of the nineteenth century, v ! R
"] was a hydra-headed organization under little effective executive u :

: control. The Commanding General of the Army, while theoretically the H } :
' conmander of the Army in the fleld, in practice had to share authority ,
: over it with the War Department bureaus. The civilien secretary, as B i
! >

the representative of the President and Commander-in-Chief, had no

m
Py

real means of exercising effective cxacptive control through a \

clearly defined chain of military command, This legacy of buresu U 2 >
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sutencmy in the mansgement of the affairs of the Amy wis to be handed

on from the nineteenth century to the twentieth and constituta a prin- '_ h

cipal problem of Army organization down to 1962,

IX, THE ROOT REFORMS, 1500-04

Elilm Root, Secretary of War from 1 August 1899 to 31 January
1904,cu‘rh& through a series of reforms intended to remedy the 10&
of effective exacutive control that had baen udo abundantly apparent
during the Spanish-Aserican War. The substance of the Root reforns
was as follows: (1) The substitution of a Chief of Staff for the
f:cunnndi.ng General of the Army, the Chief of Staff to have supervision,
under the direction of the President and the Secreiary of War, of both
the troops of the line and the War Departuent buresur; (2) the creation
of a Ganeral Staff to assist the Chief cx Staff in managing current
operations and to be a strategic and operational planning staff; (3)
the restructuring of the Army school system to inclixle at the top an
Amy War College to provide an officer corps trained ia the techniques
and strategy of modern warfare; (4) rotation of officers in staff and

5 line assignments to put an end to the intramural strife that had
X‘ .
! previously characterized staff-line relationships; (5) combination of
; 3* the Adjutant General's Office and the Bureau of Re~ords and Pensions
r ; into an Office of the Military Secretary charged with handling admin-
}; istrative details for the Chief of Staff; (f) by the Dick Act of 1903
-; recognition of the Naticnal Guard of the various states as the
( Organized Militia and the provision of federal sipport for the
:r “, e
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President and the Secretary of War and exercised through the Chief

of Staff ovar the whole Army, both the departmental staff and the

1limne.

Root was the principal mover behind ‘he reforms but they must

be axplained in part by the fact that he came to office when the

soment was opporbwne for action,

A Presidential commission headed

by retired Major General Grenville M. Dodge 1+id bare the deficlencies

in ¥ar Department administration during the war with Spain in some

eight volumes of testimony. Lack of planning and preparation, and

of coordination and cooponupn among tha bureaus, and tha Congres-
‘sionally-oriented "red tape" which delayed everything became a public
scandal. The Dodge Commission report fumished Root with a spring-

board from which to launch a movemsnt for reform, But there vwere

other hiatorical factors that dictated a change {n the Nineteenth

Century cystem. The United States had become en industrialized

country ad the Spanish-American War launched it as a world power

in competition with the Europesn powers.

press domestic disturbances,

The Army of the 1890's was
organized and disposed to fight Indian Wars and occasionally to sup~

To equip it for its new role in support

of American diplomacy required modernization of its organization and

method, Burcpean powers had, by 1900, daveloped general staff systems;

1t seemed almost inevitable that the U.S. Army should also do so.

Ropt!s concepts of reform stemmed from two sources—his experiences

23
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3 , ' a8 a corporation lewyer assiating in establishing centralined contrel ' i g
] ' r over segments of sejor industry and ideas on tha proper professional 3 4
; : § ! organisation for a modern Arwmy drawn from the writings of Brig. Gen. s ‘; J
3 f Smory Upton, an American, snd Spencer wilkinson, sn Englishman. Upton 'lb_:‘, ‘ 3
; l ; “ ’ had studied the organization of armies of Europe and Asia and had 4 K
4 ‘ v 7 ‘ - ¥ .
: { {f : § written a histary of the military policy of the Un'ted States in which Ay
"-, v he stressed the need for an efficient professional army. Wilkinson :. 8
A i
; _ ;‘ . had outlined the organisation and functions of the new German General B g
v B ) \ . * ."‘" =
i L g‘ . Staff, Druwing on these concepts from the business world ad the best ‘ B "‘
i L military thinking, Root evolved his program of reform. . B o §
{ . ! . , s }
E ke In carrying out this program, Root had to face the fact that o :
; R ‘ there was no institutionalized method through which major change could Y l'
T "
;’ y ‘ be made except by Congressional legislation and many Congressmen had " .
E L vested intarests in the existing fragmented systam of control. Root ’
: # ‘ . : . b ]
: : 4 went as far as he could without legislation when he established the 3
¥ 4 . ' o .
i N Ammy War College in 1900 and prescribed that it should perform duties “ i
- l of a General Staff until such time as Congress could be induced to E
¢ l pess legislation establishing one. Root then, with the assistance of \
'e
f‘ Brig. Gen. William M. Carter and other forward looking officers in
:‘g l the department, began a campaign of education of both the Army and
g' . ’ g
S Congress on the need for a General Staff system. The.opposition, o i
£ . ' ‘l
' l ' even within the Army, was formidable. A General Staff bill, drafted ! i
v v by Carter and introduced in Congress i1 1902 falled of passage after - 3 !| ;
4 General Nelson Miles, Commanding Gneral of the Army, testified against Sy
!'.’ ’; ) ! it with scme passion before the Senate Military Affairs Cormittwee. 1
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However, Root brought in other geneceals with mubstantial prestige
who favored the cystem and his educational campaign was finally
successful in persuading Congress to pass a Genera) Staff bill in
Pebruary 1903, albeit one *hat modifiad his concepts in some
respecta,

The General Staff as initially established consisted of three
divisions, the first charged genarally with ochins.stnt.lvi matters,
the second with matters pertaining to information (military intele
ligence), and the third with military education and planning. The

entire persornel of the trird division formed part of the Ammy War

College. The establishment of the General Staff, at least theoreti- -

cally, provided a system through whizh change could be in~titutional-
ized within the 'uuau that detailed laws prescribing the organi-
sation of the Army permitted. The General Staff was supposed to
study pridlems and recommend solutions to the Chief of Staff and the
Secretary of the Army.

The Root reforms 1esulted nrimarily from the push of an out-
sider, for Root must be considered that since he had not had mili-
tary experience Mafore becoming Secretary of War, However, he drew
heavily on olemt: uh}ntho military estadblishment working for
change., Many of his supporters, such as General Carter, worked
primarily as individuals rather than as mombers of organizations
pushing for change. Indeed, most of the organizational preusure,
notably that of the Commanding Gencral and the buresus, was exertad

against the reforms,
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R the first Chiefs of Staff were relatively ineffective. General
# : Leonard Wood, who asmmed office tn 1910, was the first really ’
": ‘ln driving pexsonality to hold the post. Cu\gnumdm.co\muywn
LT wspicious of the Guneral Staff as s Mussisn concept intended to
z‘ i ' subvert clvilien control of the ailitary. Root had conceived the
. s | ] General Staff as performing both current managemant duties as well
o ? \«E‘ . as planning and policy Amctions and in practice it devoted the
j ;, | l major portion of 1ts time to the formar. In this situstion, Maj, -
? §" . Gen. Prod C. Atnaworth wes ebls &5 changs the Office of the Military
} é‘; l Secretary into a new Adjutant Ganeralls Office that for some years
: ) axercised the mansgement function more affectively than the Chief of
. Statf's office.
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_ny sppraisal of the Moot reforms in tarms of the mecheniss
of change must take nota of the fact that they nevar wers reslly
sarried lﬂtulﬂ!ﬁlﬁ‘“ﬂntdﬂnhmldﬂn! th.t.rdlf
ticnelists sesking %o preserve bureau power kept the o-noul; Stagf
systam frem functioning effectively. Secretary Reot left ofﬂe..
in 1904 and not until 1911 did enoghei Secretary with similar
progressive idesd ard dtt’u. Hency L. SM. cone along. Mluly,
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g
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Stimson and Wood did force Ainsworth's retirement, but only at

-

the expense of stimulating powerful opposition in Congress to the Cal r
Ganeral Staff aystem. Congressional opposition defeated the Wuod~ Ve
Stimson proposals to physically consolidate the Army in & smelier
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number of posts end give it a more effective tactical orgsnication, -

an well as those to create a large Army reserve (Conupenul Army ‘
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h Nn)‘anr'c from the National Guasd. They were able to recrganise ﬂ

3

ﬂnlﬂfm’.‘rhhhhﬂhw.‘m sncestor of Arwy Ground
Porces, the Artillery, located primidrily at fixed coastal instal-
lativng, and the militia. Bt a Modile Ammy Division of the Genaral
staff did net survive.
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The Netional Defanse Act of 1916, for all {ts excellent provisions,

LAY SN W E1 AP

dealt a sericus hiow to the mll‘ staff, It so limited its numbers
that only 19 officers were on duty with the War Depeartment Genersl .

te.
_aBle IM

s

S

Stiff whan the Unitad States declared wer on Germeny in April 1917,

" rd

It forbade the General Staff from interfering with the administration

3

-7
v s Ly Q""l‘ hﬁ’“j'—.‘
\ .

.-

of the huresus and granted permanent statutory recognition to the.Chiefs *

2 T

of these buresus. They would henceforth regard this act as their Magna

Carta to be cited whenever their independence was threatened. MNoreover,

B!

{

the act forbade using the staff and students of the Army War College ‘t"
for performing general staff duties such as war planning and intalligence :LY : ‘t
collection. Root had amucht $o provida an uwrganization for the amy in 'S j ;.“'
paacetime that could survive the transition to a modern war without P

ujcr change or upheaval. Otherwise he predicted "a jury-rigged, ox
tempcre organization” would be thrown together on an emergency basis,
This was indeed to happen when che Unitad States got into World War I,

s
S e et v L

shd this fect provides a meacure of the extent to which the forces \
- . -,2,.
opposing change subverted the full realization oy the Root reforma. B v
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Therc were tvo major orgenizational cWa in the Ammy afver
the Urited States Jeclared war on Ourmeny in April 1917, The first
was thes creation of the Amarican Mﬁwwm«mwm
Qenerasl John J. Pershing in the late spring of \917. The second was
the completa zecrgmisation of the ¥War Nepartment an 1918 to cen=
tralise exscutive authority within the departmant under the Chief of

Stuff, These two will be treated in turn.

The creation of the ALY was dictated by the Western .!‘nnt
strategy of the Allies which the Unitad States accepted and ﬂn
deternination of General Pershing, backed Ly Secretary Baker and the
mdd-l;t, ,that Mwerican soldiers fight in American units under Amer-
dcan commanders and not be parculled out smong the Allled armies.
President Wilson and Secretary Baker delegated broad authority to
Ganaral Pershing on the accepted princirle ¢f "Gily of cammand®™ in
the fleld. Pershing reportad dirsctly to the Secretary of the War,
not through tha Chief of Staff, a situation that inevitally led to
friction between the AEF commander and the Chief of Staff-—a reversion
to the traditional rivalry between the Commanding General and the
Depactment during the 19th century which Root had sought to avedd by -
making tho Chief of Staff his principal militsry edviser,

Pershing ineisted on autonomy for his .ccmnnd and successfully
resisted offorts of General Peyton March, c‘hicf of Staff of the Army

in 1918, to place the AEF's supply base under direct Wer Departmant

30
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T " control. Mo did finally agree tv placing the Americen force wnder

the overall contrecl of Nershall Foch as Jupreme Allied CommandeT.

; NO new cuncept was involved in the creation of the ARF, only

T P TRETI F:
f"“?":
8 N ViR &

e B e N e P e M 7 5

addczl brgak wailhi U pasts At the outbreak of the war the depart-

Y

|
%, | iﬁ the wxuafn of the mpe« ailitary principle of "wnity ef ) ? g
command” to conditions of the Duropesn wer. VWilson, Baker, and "-; %
; ¥ Pershing all understood "unity of comand” to mean -1 delegation : :i'
: of complete authority over mllitary cperations to the tiwater com~ B 1
E ' mender. They mxm this principle alsc whan thay created a small r-, 7' :
* ‘ Stberian cxpeditionary force under Maj. Gen. Willies 3. Greves in the ~. 3
‘ Lo ‘ sumes of 1918. The nature end military geograply of the war rather | . ' i
? ! ' than the developmant or application of new weapons was n:punubh' r_:‘fg §
_' t ‘ for the creation of both thesa theater ccmands, Decision was made g';:‘_! j
F outside the military organisation by the President and Secretary Lo i
% | Baker, although 1t involved applying an accepted military principle. l}
; . - The resrganisation of the A\iar Departmant represented a far more l:‘ 5
3 radtcal brsak Wl -

mantal organization was basically one of bureaus with the General

i  Staff, restcicted in size, quite unable to exercise the supervision
and control over them that Llihu Root had envisaged. Congreas pasned

. " leglslation enlarging both the General Staff and the buresus after

=

.-
E—M a—— e
— -M—u—‘-—uf-n.—- - -
i,

war had heen declaicd, but at firat Secretary Beker _ponu.thd the

o

various buresus to pursue their own objectives hrgoly independant
of each other, For instance, the five supply buresus «= Quartermaster

-

Coipe, Medical Department, Corps of Engineers, Ordnance Department, and

‘
L : Signal Corps -~ all went about their tasks of procuring the particular D ' A
N [ . .
» i n i i
; it ~ :
[ ¢ i1 ‘. ]
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supplies for which they were responaible without reference to the |
. « * i
] activities of the othars or of other departments of the government. ;. }

The General Staff devoted its time to ralsing, training, ww trenspor-
ting the Aray overseas snd was, in practicel effect, simply snother
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There was a piugressive bresikkdown in the whole system as increds- - 'y'J'. .
' l ing wartime demands cutran aveilable supply and transportation. Wil. ' s\ -
T l son's initial reluctance to impose strong controls ower the economy ’ 3
¢ . 4 I A
; \ ; was overcome, and the War Industries Board was eatablisiuu to oversee Y " 4‘
E : I the wvhole econcmic war effort. The Yar Department was reorgsnised ' A 3
& drastically between February and August 1918 to provide for 3 close : 4 l
. Y ¥
E ‘ l axecutive control by the Chiqf of Staff aul the Secretary. Tue Ovarwman v :
. :‘ l * Act, passed by Congress in April iv18, gave thu President practically :
F _ unlinited powars to reorganise the executive departments. Tha War o s
E l Dapartwant reorganization was begun esrlier but carried threugh to . \'{‘
E - completion under the Overman Ast, _ Lo
l Tha Chief of St ff was charged with responsibility and given : i
' Commensurate authority 'o issue crders (in the name cf the Secretary
g _ of War) to “insure that te pulicies of the War Department are
l harmoniously executed by the s -veral corps, bureaus, and other agencies
3 of the Nilitary Establishment uno that the Ammy program is carried out
' speedily and efficiently." Acting under this authoritv, General March .
" preceeded to centralize authority over the Buireaus and other departe
g { " mental agencias under a functional General Staff with a small executive
3 ! l staff at the top to ccordinate and expedite action. The principal
4
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¢ » )
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g ﬂﬁm of the new Genaral Staff were nmwy mmum.
i Mans, Oparations, and Ruchase, Mm.uﬂhﬂle. ™he heed of
' oach division was named a director in recognition of the fact that

: oach wes espacted to emercise executive suthority in mmnmg
: asaigned activities, not simply to plan and muperviee. ‘

he most !wnmm tnvolved the Diviston of purchase,
Storege, um:mxmmwv-w.mm-mcnm
control of procurement and storage of supplies, and of A:w transpor-

L I AR

| tation in the United States. Goethals became the director of supply
" uresu .cuuuu:;du procesded to functionalisa activities cutting
across the traditional supply buresu lines. Benedict Crowell,
Asaistant Sacretary of War became Director of Mnitione, and in
practice the Divisten of Rurchase, Storage and Traffic, in its

procurement activities, came under his supervision rather than that

. - >

of the Chief of Staff. And its activities were, in the last analyala,

closely controlled by the civilian War Industries Board. |
The reorganization also produced some new orgsnisetions within

‘tho Army structure. A Chief of the Field Artillery was appointed,

st g ¥
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? (one for tia Coast Artillery siready exiated) rasponsible dlmtly.
i bﬂhﬂﬂcl“ﬂh{!,ﬁnﬂh&kitwuhd‘dyﬂhhdnicd
mattors pertaining to the Artillery. The Alr Servica, v'mich had
i started as a division of the Signal Corps, was now made a separste
; and distinct arm with its own chief (Director of Military Aeronsutics)
‘ and its own procurement organisaiion. The Tank Corps became another
' separate and distinct arm of the Ammy, though its procurement functiona,
| 33
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1ike those for the artillery, reuained with the Chief of Ordnance.
Other new hrenches were the Chamical Warfare Service, Finance
Department, Comstruction Division, and Motor Transport Corpe.

The existing territorial orgunisation for administration and
training ir the United States and its possessions underwent little
change, consisting of .u‘d_cpuh-nu in the continental United
States end separate depactments in Mewaii, the Philippines, and the
Canal None,

The recrganisation in World Wur I came beceuse the older system
broke dosn under the strain of war, particularly that part of ;t
concerned with the logistical effort. The lack of ¢oordination of
rail tranaportation, for inatance, led to a situation in December
1917 where, in the absence of controls snd priorities, rail traffic
moving into New York wes backad up ali the way to Pittshurgh. A
searching investigation by the Senate Military Affairs Conmittee
led ane Congrassman $o charge thal "Tiw Rilitary astablishment of
America has Yallen down. o « It hes alwos® stopped functioning. «
bacsuse of inefficiency in every bureau and in svery department of the
Government.” A reluctant President Wilson moved to establish a
practicable aystem of wartime controls over the economy and Secretary
Baker agreed to institute tight executive control in the War Departs
ment, Oeneral March returned from France to become Chief of Steff
and it was he, along with Benedict Crowell, who enginesered the
complete reorganization that followed in the summer and fall of 1918,

The system that was adopted was developed withir the military
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eatablistmant, largely by General March and other members of the
General Staff. Much of it was besed on the experiences of Duropean

powers in mesnaging snd supplying masa armies at war. But the oub-
side influences and pressures cahnot be ignored, The systen of
aecutive control instituted by March cwed much also to the
sxparience of large industrial corpocations in this area, and indeed
much of the change in organization and method in the logistical
field was the work of Benedict Crowell, whose axperience was thet

of a mining and metallurgical angineer. The development of new

e R T TP T T SR T e
© i g e I Y aataudibng 4

weapons clearly dictated the establishment of the new organizations

' : ' such as the Air Service, the Chamical Warfore Service, and the Tank

' Corps. But in general the necu for reorganisation grew more ocut -
of the necessity for producing hugo q‘amuﬁu of existing weapons
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, , to satisfy the demands of an expanded American army and of supply-
ing raw materials to the Allies to produce weapons both for them-

In terms of military education, clearly the war demonstratad

- p———

| S

i the lack of training of Army officers in matters pertaining to

« e cmerE W v e sT
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; industrial mobilication, procurement, and supply. Banedict Crowell

I3
-

; claims that the arrangement of the Purchase, Storage and Traffic

Division under the Chief of Staff was a pro forma arrangement, and

! <\ k
S ! actually a device through which ha, ss Assistant Secretary, could L ' ]
! el
i \ exercise control through the technicslly legal channel of *he General <)
2 ‘ H -
¢ Staff. "When the War Departmont approaches industry with demands ;

for production on a modern war time scale,” he wrnte, “to be effective
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4t must deal with industry on a practical industrial basis. It must

speak the language of the tribe. This the General Staff officer is
not fitted to do. His whole training has been in another field.*

Indeed, General Pershang, Jotm MoAuley Palmar, and George Ce
Marshall all commented on the lack of officers \dﬂl any resl General
Staff training. Very few had had a chance to become familiar with
General Staff work from 1903 to 1917, and Genersl Pershing testified
he had had to start from scratch in Prance to train officers in thias
arca.

Opposition to the changes came maturally from the old bureaus
whose independence was curbed and which were, ‘in some Cases, _
functionalized out of business. But the esarly reluctance of Presi-
dent Wilson and Secretary Baker to recognize the_nced for strong
controls aver the bureaus was the prh)cip}ll reason why the reorganri-
zation did not come about until the country was faced with an )
imminent bfedcdom of the war effort, The Overman Act provided a
mechaniam under which the President could make change onm it was
decided upon. Wilson did not seek this legislation until the older
system broka down. ‘

The principal mechanism for change in the new General Staff
organization estahlished by General March was the Coordinating Branch
under the Executive Assistant to the Chief of Staff whose function it
was to study and wupervise the organization, management, and coordie
nation of the various agencies oi the War Department in the interests
of intreased efficiency, This group actually engineered the
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IV. POST-WORLD WAR I REORGANIZATION = 1920=21

v The National Defense Act Amendments of 1920 scrapped much of
§' the wartime organization and returned to the more traditional pattarn
§ provided for in the origina. act of 1916. They established the Ay
i. H
: ! of the Unitad Statesx to be composed of the Regular Army, the National
{ i
k ' Guard while in federal service, and the Organized Reserves, Congress
! ;
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recrganization of h.:gﬂut 1918 which
made legally posublo{ ) ', o ST

'ﬂnmmuuumtmmamtcfhothuu:mlm

without the War Department and the inln\nnce of individuals amd
asgencles within it. It is extremely difficult to differentiate the
role of paople operating as individuals and those oparating within
an organization pushing for change. 'nnp.ophhw'ingﬁn-ultto
do with shaping the Army organization in World War I were Genersl
March, General Pershing, General Gosthals, and Benedict Crowsll;
Secretary Baker appears to have bean simply the formal instrumnt
ofchmgc, not a moving force behind {it. In the case bf none of
these four prime movers de it zecm possidle to separate their roles
as individuals from their roles ss mvers within the o:guuzgum.'
If there vas any formal organisation devoted to change it was the

' Ganeral Staff as & corporate body which sough.t to fulfill the role
that belanged to'it in theory and it found u-.Q instrument in General
March as Chief of Staff. .
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aleo specified by nume the varicus ares and secvices of the Meguler
M.mmanmuwmmmhmbmmm«.
the Chemical Warfare Service, and the Finance Cepartment — but ‘
nmmmmmwummwtmmebmm‘
to the Infantcy and the Quartermaster Corps respectively. A new Corps
of Chapleins with its oun Chief was created making a total of 17 arms
ad ﬁrwlcu. Statutory ncopitlen was given to the offices of the
Chiefs of the Combat Arms, thus adding to the “bureau system.” The

act restored much of the autonomy of the bureaus and their chiefs, 7

1isting in detail both thair functions and the rumber of military
personnal to be assigned o each, The President was to appoint the
chiefs and assistant chiefs of the buresus subject to Senate con-
£irmation. I '

cunmnmmdclmemmlmunmiumotﬁu
officer corps, sp.c.lfyl.ng mmmxwg:muumu ‘
providing an overage of ll‘quh.r Army officers to provide for trdnlng
reserve componants. I’: abolished the detall system and provided for
permanant career assignment of all officers to the Combat Arms,
Corps of Engineers, and Medical Department, and all thase above the
grade of cipta.ln 1n the cther services. The autonomy o7 the hureaus
was curtailed to the extent that a single promotion list was estab-
1ished to supplant the separate branch lists.

The .war Department General Staff, hecd:ed by the Chief of Staff,
vas to prepare plans for mobilization and war, "to investigate and

report on the efficiency and preparedness of the Ammy," and to

38
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“render professional aid and assistance to the Chiof of Staff and the
Secratary of War.® nﬁ-mu-.‘-mu’manmxun
sdainistrative nature that pertains to established Muresus of offices
of the Var Department™ which might "imperil /theiy/ responsiddlity

or initiative,” inu.u their efficiency, er duplicate unnecessarily
their work. In addition to the Chief of Staff, the Wac Department
General Staff wes to consist of four Assistent Cnlefs of Staff and
88 other officers not delow the rank of cuphtn. No officer of the
1ine in peacetime might be assigned to the General Staff Corps (which °
included General Staff officers with troops) unless he had seived

tio of the preceding six years in active command of combat arms
troops. -

An_important new provision of the law.made the Assistant Secretary
of War responsible for supervising procurement of all military supplies
and for industrial mobilization planning. The chiefs of the supply
services were to report directly to him, not through the Chief of Staff,
on such matters. The Secretary, Assistant Secretary, and the Chief of
Staff were to constitute a "War Council” t© meet from time to time to
consider policies and programs.

Unlike the Act of 1916 which legislated in detail the organization
of the Army down to company level; the 1920 amendments only specified
that the Army he divided into brigades, divisions, Army corps and,
when the President deemed it necessary, into armies. For purposes of
"administration, training, and tactical control," the United States

would be divided into corps aress based on population. Under this

39
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provisien the War Departsent divided the Ay vithin the Ukited uns. o

Sneluiing Alacka and Fuerto Rice, 1ate nine cerps arees. o
mu:aamemummmnuumm

When Seneral fershing becuse Chief of Staff he reergwnised it aleny

the 1ines of the functional staff he had develepsd ot ALP head=

quarters, vith a Deguty Chief and five finctional Assistzn Chiéds of . .

SCaff =« Gul (Personnel and Administration); G-2 (Intelligence); N

(Operetions and Training)t G=4 (Supply); and the Chief Of & new Wer

Plans Division. The Fershing General Staff differed from that of

March in that it wes orgenised primarily as field arwy staffs had

‘ .
4
[
A ¢
C Mean during the wer, and it was to be & planning or "think™, not an
\ I oparating or "“do," orgenization. The whole srranjement did rot
' I provide for contralised control over the buresus. Mwng othar things
- the supply buresus would *request decisions on military questions”
k t from G-4 and on "business and mmn quastions" from the Assistant
[ In most respacts then the reorganisation of 1920-31 4id not
f t represont new concepts but the recrudescence of old ones modified
{ somevhat by the wartime experience. This result wes primerily »
’ \ l product of Congressional inaistence on reasserting its traditionsl
| i prerogative to regulsts the affairs of the Army in datall end not to
‘ ; ! permit the crestion of a General Staff with what it considered
‘ : incrdinats powers. The expiration of the Overman Act mede Congres-
‘\ l sfonal logi,plnum the only possible "wecharism for change.” At the
[ and of the war General March and the General Staff, supported by
: .
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retained the centralimed Aunctional staff crested by March in 1918,

with practically unlimited powers over the buresus. It also proposed

& large professional Army backed by & universal military training
systan that would have provided an even larger unm'!uu \l\du"
federal control. Congress rejectsd both propositions. “hulf cil
the control heretofore exercised by Congress over the Atwy,* said
one Oqugm-n of the propo-d.. *is to be trenaferred theoreticelly
to the President but practically to the Chief of Staff, Howaver,

Congress is to be permitted to foot the bills. . « «" This natural .

Omunuicnd resentmont was haightened by Genaral March's blunt
personality, the position of General Pershing who had returned as a
“war hero®, and the determination of the bureau chiefs to regain
thelr treditional autonomy. The Sonate Military Affairs Committee
found 1ts own military sxpert in Col, John McAuley Palmer, who had

served on Pershing's staff in Europe and whose \iews on the need for

a large professional army differed mackedly from those of the March
achool. Pulmer spant some ten months wurking with the committee and
did much to shape the amsndments to the Naclonal Defensze Act, |

On & mumbei: of points Congress deferred to the views of General
Pershing — in placing the Tank Corpe under the Infantry, and in
giving statutory recognition to the Chiefs of the Combut Arms and
in the new Alr and Chemical Warfare Services, PRershing, unlike

March, opposed the Genersl Statf undertaking duties normelly performed U

by the buresus;, and his concept of a general staff was dominated by

41
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Als own expecionce in Prmnce. Mhen he Necune Chde? of Staff he
appainted & board heated by Waj. Gen. Juses O. Marberd, who had been
Commanding Genecal of his Services of Sugply ia Prance, which woeked
out the details of the new Ganeral Staff arrengementa,

The Narbord Boary introduced a new cuncept on the commend
functions of the Chiof of Staff, resting its recormandations on the
arking basis" that the Chief of Staff st command in thld in e
svent of nulinum. ™his, too, was wuy bud an the renk
of "General of the Armies” held by General Pershing and the fact that
he would unquestionably assume Field command in the event of modbili~
sation during his tenure. This would be done, the Narbord Board
recommended, through the creation of a General Neadquarters (GHQ),
to be staffed initially by officers from WIQ. ‘

There were other influences. Pershing favored a separate ‘
Tranaportation Corps, but Congress turned down his propasal, .and
similarly it spproved a Finance Department against his opposition.
The provisions specifically assigning to the Asaistant Sx<retary
responsibility for procurement. and industrial mobilization uﬁ..ch-d
the influence and testimony of Benedict Crowell.

As far as new wWeapons were concernwd, thair effect is obvious
2n the case of the Alr Sarvice and the Chemicel Warfare Service, hut
it is equally true that new developmants such as the tank and improved
motor transportation did not receive the same recognition. There wes
no apperent relationship between military educstion and the reorgeni-
gation, though the Acwy Industrisl College, founded in 1924, was to
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mants reflected the ewperiences of the variews ml.ng-\un ‘m eh. *.‘--;a"
T, i
war, end in this respect they sabodied the lesstns of the war &¢ - -

interpreted by the Congress, Genersl Peeshing ind Mis supportess, . | o i
Benedict Crowsll, and the turess chiefs, r-iher than by General March ;
or Secratary Baker. The burem: cliefs, for skmmle, insirted thet o
in their experience the Purchase, l&\rﬁ. >d Traffic Divisi.n created .
unnecesssry red tape and delay. The Chief of Ordnance testified o r
bluntly before Congress that "not ane single constructive thing hes - - .
come out of the Burchasy, Storage and Traffic Division.® All it hed | :‘
done was to interfere vith buresy operstions shich, wntdl then, he
asserted, had been running smoothly. The conflict between this | B
testinony and that of others who asserte’ that under the old = stam | T‘;
- the Nar Department machinery had glmt booker: dow: is Mo;:t. . E . ‘
It seems quite impossible to disentangle the influence of formal T

orgenizations from that of persons acting as individuals in pringing .
about the 1920-21 chunges. Presumably Congresswen acted as individuais,
and to s degree Parshing, Palmer, Crowell and the bureru chiefs did,
though they were part of the forwal oxganisation of the Army. However,
Secretary Baker, as head of the formal organization, General March,

and the Gc'mrnl Staff favoryd a perpetuation of essantially the wartime
systam, There were divisions then within the formal organization that

’
-

played an impur:ant role in brirging about a cheage that had contra-
dictory aspectss ™~ ceorgenisation of 1920-21 provided an sdequats L
orgu:.. * .n for .:a peacetime Army Put it was not one that would ‘ !’]
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it represents) a far-reaching change in the existing sethods of

@.ing business. The essentiai feature of the reorgenisation was
‘th'cncuq\ of three mo:anunocm—w\m'&m
(AGP); Army Alr Forces (AAF); and the Services of Supply late: renssed ’
Army Sexvice Porces (ASP). mng thies major commands took over most

of the detalled functions formerly parformed at the General or Special
Staff (Bureau) level and freed the Chief of Staff to concentrate o

the actunl clrection of the war. AP bec.ee vespansible for training
the ground acmy and avsorbed the functions of ‘the Chiefs of the Combat
Arns, whose offices were aholished, The AAF's functions in tw treining,
nh.inut.num. and supply of air forres were even hrosder and AAP formed
the nw:hu for what would eventually bacome an indcpondent Alr Perce.
ASP was conceived as & awy., sy, service, and adminiastretive comend, a
sort of catch=ali for functions not otherwise sssigned. It established
@ central control over the Supply Arms and Services (later known as
Technical Services, including @ newly created Transportstion Corps),
though thnse services and the officas of thelr chiefs remained intect
with much e same functions as before} it also brought topether in

one argenizetion the procurament and industrial mobilisation functions
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\ the requirements and distribution fnctions of G-4; and finally it D i
: MM most of the sdministrative buresus such as the Adjutant D(\
| Ganeral and the Pinance Departaent. | &ﬁ
} - The Osneral Staff remained nominelly intact but it wes much D{n:
L ehinged in character. -1, G-3, and 0-4 Were reduoed to small statf {
£ sections fcrmally sssigned policy matters affecting the three commends U ‘}' :
g But in fact vith slight power or {nfluwce. G-2, with its respon~ !‘ 3
! sBllLty for military intelligence, wes lens sffocted. But the real U \he
’t power on thy Ganeral Staff pessed to the War Plans Divisicn, trans- O u‘.
, ’ ‘ ) formed into an Operations Division (OMD), that constituted the Chief : ;
of Staff'a command post for directing the wer. OFD became, in‘u-V D “‘6
,: respects, a.genaral staff in itself. Old methods of detalled stafs ) *
: coordinatiun ameng many ayencies were abolished,and the mmwber of 3
; ' 1 agencies reporting directly to the Chief of Staff was grestly reduced. D i’ f
E«? ! The Corps Aress were transformed into service commands operating | Lo
¢ y under the ASF, responsible for supply, administration and housekeeping U ‘ 3
E" functions for buth the AGF and AAF, though the AP sought to perform D}:
: § . as meny of these functionz as it could for itself. AGF also operated é 5
1 ’ through territorial divisions, the 3I armies, in cucrying out its U}‘ ’
‘ ' training functions, and the AAF had its own lecriturial divisions, bl
f ' Moreover, the country was divided into defenec commands for tactical {oy
:: ; purposcs, and these canmands repocted directly to the Chief of Staff. 1 } - H
f _:;’ Tho authority of the three major cowmends did not extend beyond i
' ' the bounderies of the continental United States. The massive and . U ) :
. . . ,
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disperted daploymants of World War II requixed the ereatimm of
Tumercus oversess Afmy Coaminds Wivier theater commangurs who wore,

in the tradition of Pershing in Warld Wer X, ).n'gﬂy stonmaus
within thair owva areas. There vere, howsvar, significunt diffecr
wces, Ammy theater commands in World War II were norwelly part

of joint or comhined commands that ware under the strategic direction
ofu.s:untozwmqumofsm. v, since there were meny
of these commands, not one As in World War I, allocation of ressurces
amotg th- and. the overall strategic direction of the war fell N

the central authorities —— the JCS and CCS and the War and Navy
Departments. Essentially wer planning wes a function of the JCS and.
CC3 with OD and to a lesrer cegree ASP supplying Army representatives
on joint and combined committees. Detailed exscution of ltxlhg‘lc
plans fell ho the ud.il.!.hty departments and the jaint and combined
commands ovecseas. General ﬂu.--hnn,v as Chief of Staff of the Arwy
exarcised a zontrol over Atwy commanders in the oversees theaters
that General March hsd been unsble to exercise in World War I,

World war 1I Ammy organisation was complax and never completely
statice There was much internel shifting and varcangerent after
March 1942, and indeed the central directing agencies et higher levels
largely tock shape after thet dete)and Army organisetion had to be
sdjusted to them, Nevertheless, the central feature of the World
War II ornenization was the creation of the three commands end the
00 command post in March 1942,ana it is this event that lends

"ftself to aralysis in terms of the mechanism of change.
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new and theoratical management concepts. Oeneral George C. Marshell,
mo!aauﬂ.mmmmenmuuumnm

L%

'lmmdﬁct.'ummhtbmltuhm:m. A
ssall army of 200,000 man scattered at continental and overseas
garrisons in 1939 was undergoing an expanaion thet would eventually
prodvce a force of over 8,000,000 deployed around the gio:n. Never-

)
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theless, the theory behind the reorganisation wes drawn, how directly :"\
1t is impossible to state, frum the experience of large corporations
that in the 1920's and 1930's had been decentralizing responsibility

LI W e I
‘ l!
hbi‘r:

A -

« g ] .
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and authority for operations to the field, separating tham from

—

corporate hesdquarters. This freed top managers to concentrets on’
tha processss of planning futurc operations, sllocating rescuvces
anong them, and supervising thiir execution, .uuch as the 1942 Acmy
reorganisation did, '
The major purpose of the 1942 reorganisation was b!mht-

eral Marshall from the excessive burden of detail the old staff sysbtam
imposed upon hm,and the reorganisation wes in a very real senae a
Narshali reorganization for it produced the system and procedures
that the Chief of Staff chougﬁt necessary for the direction of the

Acwmy in wartime,
A brief description of the process by which the reorganismation
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was brought about will serve to illustrate the interplay f ideas,

events, personalities, and formal organizations in bringing about
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the change. Reorganiszaties actusliy began ia 1940, .onrodl
te the concept devaloped Vy the Narberd Board ia 1921 thae
a Genoral Neadquarters (GNQ) vould be created separate frem
the Way Bapartment threugh vhich the Chief of Stalf weuld
dizect field eperations. €NQ vae coreated in 1940 wicth
Brig.Gea. Lesldey J. McNair ss its head and vas initially
ansigved a trainiag misefion directisg the four 2l arwies

that had come into beiag sarlier. But ia July 1941 the

"War Department expanded GRQ's role te implude direction

of operxaicions. Nesauwhila, AAY had bdean creaated as a
coerdinate command respomsible for air tralning and eopera-
tions, and- VPD vas axercisiung at a staff level a role that
vould conflist with GHQ's opir‘tiolul fuactions. Whes
Ceneral McNair sought authority commemsurate with hie
responsibilicy, 1t drought thesa cdn!ltcco‘to a head aund
forced the Genaral S$taff to "ace up to the issue of whether
the OHQ concept, conceived in terms of a uvne front grouad
war like World War I, vas an adegquate ene fer the newv .
situation. .

The bdesic idea for the reorganization appears to have
originated vith Col. W. X. Harrison, & WPD efficer im the
fell of 1940, HRerrison's plan contained the cesentisls of
a three command organisation with WPD serving as a command

post. It wae presentad by Harrison, on dehalf of s WPFD
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'connicgoo asppeiated te study the CRQ pr;blo-. in Beptenbder
1941, but rejected by the head of WPD at that time as
involviag "extensive exparimentation with untried fdeas at
a oritical time." Them io Novewber 19431, Gemeral R. A,
Arnold, cemmamder of AAF, reavivad it {n eubsiance in a plan
pressnted to Gensral Marshall to resolve the impasse with
GNQ. Marshall wap favorably impressed with it, and on 235
Novenber oxdexrad WPD to devalop a pl?n "ia sufficient
detail to determine ite prnetiéultty.” About & weaek bafore
Paarl Nacvbor ha recalled Brig. Cen. Joseph T. NcNarmay, an
air officer, from a special missivn in London to head a
coumittse to study and recommend & proper organiszation for
thc‘ﬂar Department. But McNarney was divarted tawmporarily
to the Pearl l;rbot Invastigating Committee and the
connittee did not get to work until 235 Janwvary 1942.
Meanwhile Marshall, wrestling with his "poor command pest™,
became mcrea than sver coanvimced of the nasd for raorganiza-
tion, McNarney's committes, composed of himself, Narrisonm,
and Lt., Col. Laurence 8. Kuter, ancther air officer serving
on Gsn. Mareshall's staff, ca-o'u;7;1 January 1942, with wvhat

was essentially o modified versiom of the Rarcrison plan.

' McNarney advised againet following traditionsl General Staff

precedures and varned that submitting the propoaal to all

intereated parties would result in interminsble delays.
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Instead he recommended approvimg the plan, appointing the
nev comamanders, and creating an “exacutive committee” to

carry out the reorganization as soon as possible.

e
L‘ ol

A e >

Marshall followed this procedure in all its essentiasls.

McNarney was sppointed head of an executive committes to

5
Tk P S 7 e

work out the details and put the plan into effect, this

comamittee to cousist of representatives of those expecte?

5 e RAT LR otk b s Wl SN g
- o :
R o

to head up the new organizations and heace with a vested

4
5
B 3

interest 15 thclr'succclc. The Chiefs of the Supply Arms

B Y PR

and Services and those of the Combat Arms, whose positions

vere aost ‘vitally affccécd by the reorganization, were mnot
represented on the coumittee and were given no oppottunityv

8 . to comment until the wholas reorganizaticn was a fait

L e, e SN TR T T T P RS AN

accompli. The Secretary of War and the President vers
perzuaded to approve, and the necessary executive order wvas
issved on 28 February 196? making tha‘rcoraanization
effective 9 March.

Of the major elements contemplated in the reorganiza-

ik i e

o tion, AAF was slrecdy in ex.stance, GHQ could be transformed
into AGY end WPD into OPD without great difficulty, but the

{ » v supply coamand had to be pisced ctuguther from many diverse

elements. It was, in the 6:1;1n11 McNarney~Harrison plan,

a rather vague general coacept, and the line of development

that led to the creation of ASF was a partially separate one.
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There had loug been concern in the War Departmant overs

4 : ‘ the Undersecretary of War's Office (procuremant and

industrial mobilization) and G-4 (policy on ailitary

requirements and distribution)., Each issued orders

independently to the cperating agencies, principally the
Supply Arms and Sexrvices and the Corps Araas. Robert P.
Patterson, Undersecretary of War employed an outside

consultant firm, Booz, Fry, & Allen, to study the Army supply

systen late in 1941, and General Brehon B. Somervell, who

became G-4 in December of that year, had a group headed by

Goldthvaite Dorr make a similax study. Both studies
;ccounendcd the appointment of a single military officcr
with functions similar to those of General Goethals in
World War I. Mr. Patterson rejected this solution Bgt it
was not in;oupatible with the McNarney-Harrison proposal
that there should be a single supply and service command.
General Somervell, commander-designate of ths nevw command,
in working with the McNarney committee to develop the
concept of the Services of Supply, used the ideas developed
by tae Dorxr group extensivaly. Essentially the contribution
from this independent line of development was the union of
the functions of the Undersecretary's Office and of G-4 under
This ides had not beon included in the

the new command.

original Harrison plan,
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divided control over supply and service operations betwean
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" displayed that "certain ruthlessuess which disregards

preduced through amy imstitutionalized methed for makiag
changs, but by what was a rather c:tr.ordlniry process that

circunvented mormal staff procedures. General Marshall

accustomed methods and individual likings in striking
out along nev and untrodden paths" that Ceneral Msrch had
found mecessary in World War I. In substance, he substituted
the vertical pattern of itlicary.;o--and for the horiszontal
pattern of staff coordination and he did it by an ttroV.toiFlo
exacutiva decision without axtensive consultatiom of 1nt¢rcst.‘
partiass.

There is little perceptible rclntionlhip of the state
of military education to this change, norx v . it greatly
influencad by pressures exerted from outnif:.thc Aray. It
was rather vorked out by iandividuals vttht-:thc formal
organization who found existing arrangements unsatisfactory.
The push of one organization dedicated to change, i.e.

the Aray Air Forces which sought greater autonesy and could

; i E; nit live with the GHQ arrangement, certainly played a nart,
I i
5 ? but there were other individuals end organizations wvho also
v by ,
ﬁ 2 sav the need for change and supported it, among the-e
‘ ? .- officers in WPD, G-4, and the Undersecretary's Office. The
y o7
[
P more significant fact was that those with vested interests
v 52
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1a existing ways »f deing busimess were ol: ’ly l;tt out of
the plasning procees. The passage of the i‘tnt War Pevers
A&t by Comgress late fa 1941, giving the President power te
reorganise che executive branck more oi :‘u at will fex
the duratien of the war, made possible the rapid executios
of the uor;uil‘.tlou vithout the time-consumiang process

of seeking leyislatien froi Congress to sanction it.
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Once the war was uver, the Artry reverted tu an awganization not

greatly dissimilar m that existing before it tagan. Wor Dapartment
Circular 138, 13 May 1946, established the nev urganization effective
11 June 1946. ASP was alolished, OPD iost its preexinence .among
General Staff sections, and thea Technical and Administrative Services
were cestored to their former position of relitive indepancence. AGF
and AAF were contime 1, the la‘ter \dth increased sutonomy in suﬁply
and administrative matters in anticipation of the creaticn of a
separats Napartment of the Alr !f»roc.

Tha General Staff was to contain zir co—equal directorates -

. Personnel and Adrintstration (P & A); Intelligence; Crganization

and Training ( O & T); Services, Supply, and Procurement (S, S & F )
Plans and Operations (P & 0); and Research znd Development (mm;
Except for the new R & D dirextorate, tchey were ‘roughly the equivalent
of the pre-war G-sections and VFD. [hwse directorates were t: “plan,
direct, coordinate, and supyrvice® activities within their respective
jurisdictinns and eperate to the extent necessary to sec Shat the
Chief of Staff's directions were carried out. The Chief of Staff was
specifically susigned "command of ail components of the Amy® with
a Deputy Chief to assii him in his dutaes

ASF Headquarters furctions were divided among three staff sertions
~ P2 A, 5,58&P2 ar' R & D — with the major portion of tham going

to 35, S and P, CPD's Logisiics Group which had during the war done much

54
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of the general staff work on logistical and parsconnel

signd 208, 5, AP 5, S, A Pves in fact supposed to e something
of a staff substitute for ASF with complete responsibilivy with respect

to “service, supply, and procuramant activities.” But it could not
exercise command functions as ASF had over the Chiefs of the eight
Technical !u;don, and though it was assigned primary supervision
over these services, in practice it had to share its control with other
Genaral Staff sections. In similer fashion the five Ms&c&w
uwimmtomkpduﬂlyuﬂ"tinmrv_lumofrlh ut
again there was no command 1line. In addition there ware ten Special
Staff agencles covering such fields as’public relations, the hudget,
and civil affairs, reflecting a wartime growth of special agencies
in these areas serving the Chief of Staff and the Secretary of War,
In all some 29 individual staff agancies nparu-a directly to the
Chief of Staff or his Deputy.
ﬁxhcofmhdorlmmumuublhm to carry on

training and provide tactical forces and to perform the sexvice,
supply, and adminiztrative functions of the wartime ASF service com~
mands. PFor the first of these functions they were responsible to AGF
but for the second directly to the War Department, The Armies' .

administrative duties included furnishing support to installations .
. ' o .

(“1ags II) that.were under the command of the Chiefs of the Technical 'L: ]
-

and Administrative Services. The position of the overseas commands -
|

were not fundementally changed though they were reduced 1ln number. '--1
Army overceas commanders were directly under the War Departwment with {E 3
{
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:. 7 280 MIfilling the old OM role of assisting the Chief of Staff ;
: : ‘ in their direction, ' s
5 ‘ . The mechwnism of change was rather more institutionalised in :
: § ¢ this case than in that of the xeorganisation of 1942, A Special
; ( I Phnntng Division was established in 1943 to plan for the post-war 4
] : I military establishment. It had not, before the end of the war,agreed ; 1
E ;% on any plan, end on 30 August 1945 it was superseded by a specinl o ;
f & Lok I board of officers headed by Lt. Gen. Alexander M. Petch charged with ki 4
g ; mposingu; “organization appropriate for pescetime adoption.” The ‘ ,:[ }
P x I board conducted inquiries for several weeks and subnitted its report 5';-' i
F e t0 the Chief of Staff on 18 October 1945. The report was then - o i
: I ‘circulated for comsent or concurrence by the General and Special 'if-"i! 4
{ - Staff Divisions, and to major cosmands in the zone of interiocr end j
f ’:; 'L overseas, Aftar these commrnts won received’ the board was recon- E_ g
¢ : stituted on & Dacember 1945, with Lt. Gen. William H. Simpson as DR
g - peesident in place of Ganeral Patch, who died on 21 November. The ; |
¢ . ';' - report of the Simpson Board Leceme the basis for War Departwent . ; |
.;' % ro Circular 138, , ' o o ‘3
g i ; e Tha principal concepts that gulded the actions of the Patch- a o
\5 EE Simpson Board - and &ny were hardly new = were first a belief . 3 *
:f - that the General Staff av a corporate body, pushed aside during the : :
’\‘ :- war, must be revitalized and given the primary task of central : )
; i T direction of the Army, and second a belief that in order to do thic .
1 % s the staff ust, Lo soma degres, operate — "The Board believes that ° ‘ l,
g ;-_- 1: ? while the General Stsff must be the agency to deal with mattars of § T §
5\‘ S | b
* 3 56 R
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; to the and that ecders and directives are lamed wid mpervised &0 ||
' , The interaction of ideas, avents, personalities, and formal D 5
‘, o:gm:uu&u that 13d to this change were indee. complex and hard D a
i to ssparste cnc from the other. But parsonalities were clearly _ i
' | important, as were the clashing ‘nterests of agancies. Those vho D 1 j
thought along traditionallst lines reslly won over the innovators— ,_‘ i,
[ this was abundantly evident in the abolition of ASF and the rejection ! 3
of the schames for post war recrganization that the mansgerial experts ak ‘
. ma&nvm The only resl concession to mcdernization was the ) - 3'
. f+ . establishment of a Ressarch wxd Dewslofwant Division on the Jenersl 3 :
: B Staff, and this was to be shoct-lived. -
: : General Scmervell had, during the war, made several attempts to D .
' ; carry through the 1942 reorganization to what he thought was its logical i I 1
. : end — the consolidation of all the functions of the G-1, G-3, and G-4 L‘J:
© of the Genaral Staff in tha ASF as & dual staff-cowmend agency, and Ll 1
‘, the fnctionalization of the supply and service functions in the Army o '\ 3
r g through the practical abolition of the Tecknical Services. He 1 ]
?( A i abandoned the plan for absorbing the Gencral Staff aections when it D 3
‘? g \ ran intn overwhelming epposition, Sut he presented to tho Patche Py !
) & { Stmpson Noard o moddficd plan for functionalization of the Techalcal ,' 3 } 3
r : Services. The moke-up of the Patch-SL:aqnﬁ Board. howevur, was of a {
f‘ ‘ nature to exclude ASF intluenéo. Patch and Simpson were world war II :.: ‘z \
1 i Ammy commanders without extensive experience in War Department staff r} ; 1
o =
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_ Services, one from the Inspector General's Office, and one repre-
senting the Planning Division. A proposal to include Somervell's
sain mansgement expert, Maj. Gen, Clinton f. Robinson, was specifi-
cully furned down. The Board listened carefully to all points of
view but it seems to have decn convinced from the start that the
Ganeral Staff must De restorsd to its former place of importance
in directing War Departmant activities and that therelore ASP mst
go. And the abolition of ASP and the dispersion of its functions
was the central feature of the 1946 reorganization. -

The abolition of ASF was a product of interplay of organizational
and personal interests. In the course of wartime operstions, Somer-
vell and the ASF had made marr; enem’es. The AAP, which in 1941 had
suppcrted the threa command coucapt as a meens of achieving a greatar
asasure of automony within the Army was now detemined to securs a
_ totally independent status including a separate supply and service

establizshment, Its interests no longer concided with those of ASF,
OFD had been alienated by &_:aomnu cf{orta to secure control of
strategic-logistics planninge All vhn believed in Lha yehisral steff
system vicwed its emasculation in World War II witk sume alarme

Within the ASF, the traditionally independent Technical Services

(vith the cxcoption of U Transportatlon Corps, an ASF crestion)
resantsd the measure of AST control over them and regarded Somervell's

drive for functicnalication as wnuthema., Most Regular Army logistical
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4 officers had a technical nrvtcnl background as contrasted with the ‘ I £
: [‘i B o civi‘l.lm business background of many of Somervell's mensgement | | ni ‘3
" .» ‘ axperts. The latter would depart the Army at the end of the war | ‘ n;’; i
~. S while the former remained. In any case, the net result was that at 3{'_" g §
3 ’t’ the end of the war the ASF was a pecullarly vulnerable organisation. B 'w :‘1‘ 3!
‘ i f A sart of informal coalition took shape ropresenting AMF, OFD, other \ 4 ;
: :‘( N - sections of the General Staff, and the Technical Services that was nf 1
F ! : anti-Somervell and hence anti-ASF. g { .
E X In the elaborate hearings bufore the Patch-Simpson Bosrd, the ;_L‘-'f
.} : ' reconmendations presented fell into three indentifiable groupe. Bs‘: ‘.C ;
“‘ . f First there were those favoring a continuance of General Marshall‘'s }‘ 1
: : ' tiqhtwartﬁo control over the Army through a vertical cosmand R(: i
: ‘ :. ‘ arrangement, including the continuance of tho ASF, The Wn . o E \ i
; ‘ included Generals Marshall, McNarney, and Hacrrison, the architects {. 3
‘ of the 1942 reorganization, as well as General Sumervell and his H 5 "
,' principal staff advisers. Secondly, there were the representatives l
: ’ of the General sw:o ad of the Technical Services who preferred B \ ;'
‘ ‘ generally to retwm / Bomething closely resesbling the pre~war .!;.- E: «
: orguninuon.. Thirdly thu;e was Genaral Dwigat D. Eisenhower md ‘ ) ""”., #
d 1 j his staff from the European Theater who favored an organizatian - 53 .‘: . J
: . A scmewhat similar to the second group kit incarporating features of mi 5 ' ‘
} f ) the wartime organization of the Puropean Theater of Operations. They . :,; 3 ' )
l would replace the old staff divisions with directorates that woulg, Kl :: " ‘;
; : in a sense, opcrate as well as advise, The Board listened with S 1
H g particular dafarence to ms;:nhowcr, since he was dccignated as tha E} :-.: :
i 1
- . ol
n i
. g 1
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under the new orgenisation. In any case, both thess latter groups -
attacked the ASF service cammand's role a8 unworkable in peacetime
; because it vioclated the principle of unity of command in the field.
‘ And abolition of the service cammands mesnt there would be no further
: ¥ nesd for ASP.
. “l l
: ¥, J The change was carried through within the Ammy and there was
£ . .
':: I little influence for change sxerted by agencies cutaide the miiltury.
L f ki It had noperceptible relationship to military education. It was
t .
x ‘ approved by higher authority, i.e, the President under the War Powers
u ‘ :"" Act, but was not initiated by him. One of its most curicus f\.nmnl
. ‘ x was that it eppeared to have little relationship to the gnmnl :ch..
-
1 ‘ favored by War Department spokesmen in concurrent Congresaional hearings
] ;{ on the creation of the post-war national security organization that
1
l : i would culminate in the National Security Act of 1947. Initially, the
o Army supported the creation of a single Chief of Staff and the organi-
; ‘ sation of a fourth service that would perform for all the armed services
' ?. l support functions analagous to those the ASF performed for the Army
} :_ during World War II. The explanation is o be found, in part, in the
¥
3 ] assumption that the 1946 rearganization would be a temporary &z
& - )
= stop~gap one, pending the organization of a unified Department of )
4 i R ¢ . - .
= -
-
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successor of Marshall as Chief of Staff and would have to operste o
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'VII. REORGANIZATION, 1947-48 - VAR DEPARTNEMT .. - .
BECOMRS DEPARTHENT OF THE ARMY '

By the hutional Security Act of {’67. the Alr Porce
btci.. & sesparate department, the VWar Department was renamed
the Department of the Ar-y.(DA) and the Departments of the
Army, Navy, and Alr Porce boqnnc orocutlvo departwents within
the Natiomal Military Establishment under the “general direc-
tion and control™ of the Secretary of Defense. The searvice
departments wvere to be "separately administerxed” under thair
respective secretaries, but thease sscretaries lost thetr
cablnet rank. rh; Joint Chiefs of Staff became & statutory
body seated in the 0ffice Secratary of Defeuse, ipcoifically
assigned the task of formulating joinc military plans and
giving strategdc direction to uaified commands to be
established 1;_varioul parts of the world., Thesa changes
in the politléa-ot the Departmant of the Army im the overall
satup ware accompanied by changes in the internal sanagement
of thn.dopartncﬁt dasign. 4 to ensbla it to function aore
efficiently withiu thc uew [remework. '~ ‘

The changes !n the internal ot.unilntion of the
departuent, roughly ia chronolo.tcal order of thctr
occurrence, werel .

(1) Tha ACP command was abolich:d and the Office,

Chief of Army Pield Forces (OCAPF) astablished as a DA
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individusls wsed s a field avay (net fncluwding Teachatical

and Administrative Service- training sotivities). Army

l areas, without any rxeal chaage in fuaction, were placed ;
| g directly uader DA Neadquarters. !
E - (2) The Resesrch and Lavelopaent Directerate cf the : 3
E Z : General Staff wan made s R & D Diviefoa withia the 8, 8, ‘ i)
) _g‘i’ I & ? Directorate and the title of the latter changed te ' |
3 T Directorate of Logiscics. : ; i ‘3
E ;:‘ I (3) An Aray Cumptroller vas established "to improve f" j
‘ P} 3 the use of meders management’ tachaiques ia the dusiness \\ ?
i I admninistration of the Ar-&.“ Within the Office of the i
_Z; I c“"'""ll" of the Army (OCA) a Management Division vas
‘ made responsible for conducting studies sud making recom-
N I mendstfons on Aray or;uhathl. . ;
{ :‘ (4) The aingle Daputy Chief of Staff was replaced by ,.3
E ;. I & Vice Chief of Staff and two Deputy Chiefs of Staf?, the §
I first for Pluas and Combat Opsrations, the second for
; Adwicistration. The Deputy for Planse and Operations wae j
. .‘;i ; chargad with snpervision of plaaning, din.ction of combat |
i' -;:": vperations (including such as xight be charged to the Chietf :
o z £ of Stalf as executive agent of the JC8), deployment of forces “ ‘
| :3‘ snd sllocation of resources, and assignaant of ltut.csie and ‘ ._ 1
:' I tactical miscions to Army commanderas. The Deputy for E
! _? I Adainistration vas charged with supervision of all
. s * . k
v a0 3
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aduinistxative and current eperstiomal asctivities cutside

the sphere assigned to the other deputy.

(3) The Technical Services were placed undex the

"direction and control™ of the Director of Logistics and

the Administrative Services uuvder the "direction and

contzel” of the birocto: of Parsonnel aad Administration.

aa I e I I I —

; (6) The Army Sacratariat urder the new arrangement

sl b d
e A i s Ca ke

consisted of tha Sacretary, an Undersscretary, and two

e S 4

r=
S e,

assistant secretaries -~ cne assigned politico-militaxy

Goaie T

matters, the other resources and adwinistration. The final

P

k . circular on organisation in November 1948 stressed the

=<1 3
Ba 4
T -~ 10—-‘ .
S >
P75 N ALY YT

civilian secretariat's supervisory control over Army logistics.

7
-~
-

O

The position of the Army overseas cousands undarvent

i IS a

little .mmediate change, as it took time to develop the

{ machinery of unified command undar the JCS overseas. As

that systeu took shape, however, aach unified coamand was

N .
} l to consist of component commands of Atmy, Navy, and Alr %}7 '
j Force under a Joint coamandar druwn from any of the thras " "
! . - .
t § services. Much as in World War II, sdainistrative and L b
i .
£ ! logistical control of sarvice components would rest with . ;gi fl g
i ) b
B the responsible military department and in practice one of
{ R E . the service Chiefs of Staff would bc assigned as exacutive g; :
: : agent for esch unified commsnd. The rearrangements of -} ]
t ‘ 1947-4% gave iegal sanction to the system in practical Eﬁ ‘ .
. : we | J
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this system the Chief of Staff, U.S. Army, axatciscd . dual

role -- (1) As executive manager of the department for the :?f%}}w*“

Secratary of the Army and (2) i3 & member of the JCS vhonc'i;¢i}{'f

responsibility was to the Secretary of Nefeonse and the <o
Presifent. The 2rmy Staff served him :a bo'h thocé,i' ‘ oo l
capacities. ' o . - . .

The mechanism for change irnvolvad in the unev aational

security arrangements sppears more sui.abie for analysis at

<.

« .

. . P

. g emw g
.

the Defense or JCS level. The internsl changas involved as
the War Department became tho Departasacl 2f tha Army were

not nearly so sweeping as those of 1942 cr 1946. Thoi grew

Toa

:.-,:"'_.v ,'""""»“"-':4"."*-,";

largely out of internal exarination withir the formal
orgaaization, vere li;nificnutly.influcncod by externmal |
ptcs.ntel ouly to the exteat that thcy were required by

the National Security Act. and had no real;y Fundamental

rela:ion-hip to efither military educatfion or the develop- L
ment of nev weapous. They were regarded, as the 1946 E
v

reorganization liad becn, as iftexim changes peading the estab-

ot

lishpent by Congrcessionsl legislation of a new xtatutory

bacia'for Azmy bt;auizafﬂou. In'thlﬁ’fcspec:, they vere

i

:z as significant in terms of what they did not do as for what -
- they did. For the most part they fnvolved the question of <E
= how to inplenehi the concept of providing an adequate )
. - . - 4
™ {nstrument in tl: ceatral headquariers of the Department \
o - Lt
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" for the efficient management of Army affairs. And oa'

this issue the main line of division was between those -

who favored functionalization as opposed to the tradittonal

arraungements of the Techbnical Services. 4{.

The separation of the Army and the Air Force was not %
a single dramatic event bdut a proéeus that went on over a ‘;fg
long pariod of tL’.; beginning in fact with the creation i:
«f the Alr Service inm World War I. It in an organizstional 2
development that did result from an intensive drive by air .. ‘5f
offfcers for autonomy, and by 1947 the AAF wvas aircuﬁy a ) :”é
practically sutonomous organizatien, the separation ;f which f;}
from the grourd army fnveived no great difficulties. A Tfﬁi

-detailed agreeament between the Army and Air Force Chiefs of

-

Staff, tﬁeAtiscnhownr-Splatz Agreement, governed the ‘tny
details of the split-off, still leaving the Army responsible
for providia‘ mauy commcn supplies and services for the AF.
Mcanwhile, two different boards anslyzed the results
of the 1946 reorganization in 1946-47 at the direction of
the Chief of Stzil,and bdboth found it wanting in many
respects, The board headed by Lt. Gen. Wasde Haisllip, for
instance, found the War Department orgsnization “not condu-
cive to either maximum efficiency or maximum economy."
Among the chan‘an recommerded and carried qut was the
cstablishment of an Army Comptroller in 1947, a recognition

of the need for better finmanclal ﬁanasenent. The roots

65
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of the 1dea of co-ptrollcr.hlp vere .to bc found iu :ha

business world and in the Control Division of ccncra-

% Somerveli's vartime ASF. The creation of the Cantrollgr 5

E anticipated a formal statutory requirement to be established g )

by the Vationatl Security Act A-aqdncuts of 1949. The other % .
tesults of the boards' studfes ~- the lﬁbstitntion of OCAFF . ,éi %
for AGF amd the Placing of research and ddveloplcnt undar ‘ f’ %
.‘ the Director of Logistics -~ rasulted both frow the ;i } :
} g Necessity for economy and conflic?ing organizational . ' 'A.ﬁi ' ?
f § - pressures. AGF's position In the chafn of cS-naud between ? p
% % the ZI armies and the DA had produced much friction. Money Oﬁ? i
f % ; for reseavch and davelopment vas. scarce, and officers in the ' n} j
_j ; i Logisticn Directorate sought to eliminate a divided line b é
i g of control over the Technical Services. ;E. §
? é :1 Th; establishment of the Managemant Division in the ;g =?
'g g . Comptroller's Office was the wost llgnfficant developnment % ; &
; % " In terms of the effort to institutionaldze change. This N Z
j ,5 ' ’ division, uander Cnl., Kilbourne Johnston, undertvok am ‘Té ;
ﬁ ?, interim study >n "The Organization of the Department of ‘_ -é
.f E ] .the Army" and submitted a report on 15 July 1948, Studying f ;
; g" the lessons of histcry, the Mansgement Division concluded ! f 3
il ? .’ that the Aray had had to sbandon 1tn permanent statutory _: ;
r; %1 struccure in both World Wars and create an emergency . : @ é
%‘ '] organizstion because of two major defects -~ the lack of a ’ j i
v
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truly fuyctton;i staff in the sense of liujlt ataff -
agencies responsidle to the Chief of Staff for each of
thcldcpurt-cutfs'-ajor functlons.land "an unwieldy lpll.
of control®” in that too many agencies reported directly
to the Chief of Staff. |
The division found most ot the faults that led to
reorganization in the two wvars present in the post-World
War II organizstion and recommended a functional
rearrangement not too differeat from that proposed by
Ceneral Somervell cicept in that it vduld_op.ratc.undcr.
the Army Starf cather ;hau under a service command. The
thrce,principal features of'tﬁe so~called Johnston Plan

vere —- (1) To reduce the number of agenciel reporting to -

the Chief of Staff by creating a Vice-Chief and two Deputy

Chiefs who would supervise functional directorates; (2) To

functionalize the: Army staff, meaning the Techaical and

Aduinistractive Services, along lines similar to the Somervell

proposals; (3) te place all ZI instsllations and activities
under the Army commanders, including the Class I1 installa-
tions commanded by the Chiefs of the Technical and Adminis-
trative Services.,

The Management Division proposed to place the plan
{nto effect in a series of steps. The‘flrst step, creating

the Vice-Chief and two Deputy Chiefs of Staff, and placing

the technical and administrative services under the Director

67
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b S ' of Logisctics and of Persennel and Administration vespectively K !
k o . . . . . . \
X L ‘ vas carried out in Novamber 1948, #s Phase I of the plaa.-
L r I Aluc the further steps vare tudofrlnl-uly delayed as the
i {‘ opposition of the Chiefs of the Technical Services to q
;- S 3 ' ' ,
3 ! b E l functionalization and loss of control of Class II iastslla-~ ﬂ
¢ : N - !
S ) !
" § i ctinne made fteelf falet., The Technical Scrvice Chiefs
: ¥ £ _ : _
! ; & I with the support of the Director of Logistics, were able 4
¥ . 3 . ' . .
¢ f ? I through the normal staffing procedures to parsuade the "y
v . _ : i
E ;\ Chief of Staff and the Secretary that further steps tovard - Y
v E . B 3
' F [ functionalization vere not in the best interests of the i
L3 v T . B
R : Army. Even in those areas vhere an apparent céntralization 1 i
: A & : " i
; : I of control was formelly prescribed, e. g. the Director of ' s .
!' } r Logistics' “direction and control™ of the Technical B ,,
: H . : V i
: ! & Services, it had little practical effect for othetr sections ‘.f 3
: o . ' A
vt I of the General Staff continued to share this direction and ' :
' g '
i X control. ) . :
S ‘
1} S5 N e .
- | i
bE ,
{.’ . Le : 3
i_ t E 4
b §
¥ . e . ¥
¥ y i ; )
"_: ' F L ¥ i
{ s
S
" t « 9
VoL e 68
¢ § vt
H } :3
) )
R '_3
‘; ;
3
R 4
:




s bt ozt o

ST S RN

T R SRS S

ST DA 5 T TS

TR

asstod Jand S0 el

et e X g ¥

e Y TV Sy s B e g T S AT Tt B e it U o £ % eon y e e

ot e e

Lo

b'-;a‘t'«m .
\Q.. ..:'ovg_‘. {

. :\

VIII. ARNY ORGANIZATION ACT OF 1950 ' .

The reorganizations from 1942 through 1948 were carried out under

the emergency war powers of the President, making chunge possible '

without Congressional sanction. The Army Organization Act of 1950
gave the Army & new statutory buu'in anticipation of the expiration

—
s
of the First War Powers Act of 190'. It replaced a misceliany uof old J .
laws governing the Army that dated back almost to the founding of the "l.g
Republic, It was accompanied by internal changes in the department | """
that completed the adjustment to the National Security Act of 1947 E!}:
and its amendments in 1949, : . - ¥
The distinguishing féature of the 1950 act was the flexihility b
granted the Secretary of the Army in p:éscr:l:binq the organization of Q :
the department and conducting its affairs. "The Secretary, acting .k'
under the direction and control of the Secretary of Defense, was to :} 5
be "responsible for" and "have the authority necessary to conduct all i |l
affairs of the Department of the Ammy," including the right, within D i
certain limits and with cert;in exceptions, to prescribe the composi- | — ti
ticn, duties and functions of the Army Staff and commands. The act ' U f' {
stipulated that there should be one Undirsecretary and two Assistant E, i

Secretaries, and an Army Staff to be .canposed of a Chlef of Staff,

-
a Vice=Chief of Staff, not to exceed three Deputy Chiefs of Staff, U
and not excéed five Assistant Chiefs of Staff, and some thirtcen U

heads of technical and adininj<trative services (by name but without

a prescription of their duties). In accordance with previous legis-
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the Secretary of the Arxy preseribes.*  ° ': :
The three conponents of the Arwmy established earlier -- the - ;
Regular Army, the National Guard of the United States, and the - ‘.g" }
Organized Raverve Corps -- were continued., The traditional branches i . y
of the Army, sometines calied ams, corps, or services in previocus g !
acts; were continued, but the Chinfl of a Technical Service (thctc of A:,.' ;
the .Coabat Arms had been abolished in 19L2) was not to conmand all ;‘
personne)l assigned to a branch. Punctions performed by these Chiefs ; E j:
were to be parformed under the suthority of the Secretary of the 'f ‘
Army and sudbjact to change by him, not es tom:*; by viriwe of ' ;
separate authority vestad in them by Conguﬁ. ” Ths Secretary was A :
to cause budgeiing, accountihg, progress, and statistical reporting ,'
to be « dusted in a manner consistent with operations of the Office 3
of the Comptroller of the Department of Dufense, which meant in :
practice that ssparate Technical Service budgets would be abolished. ; j
The powers granted the Secrotary of the Army under the act thus
provided s mechanisn for substantial change within the department ! «
without reliance on dthcr Congressional leglislation or \le Prusi. | i
dent's war powers., Thess powers were uscd to make certain rearrange- ‘ | ’
|
70 y
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lation, including the National Security Act 7 of 94T and 1947, cer-

tain duties prescribed for the Chief of Staff, the Comptroller of :
iht Amy, the Inspector Geneiral, the Judge Adm.ﬁ General, the Chief ;
of Bngi;toou; and the National Guard Bureau were not to be altared,
Otherwise, tha Army Staff was to be “organised in such manner," and 3 \

its members were to "perform such &uths and bear such titles, a»
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i ments in the Amwy Staff and wodificatdons in proudufc in 19%0, I .
gemarally os follows: ‘
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(1) The titles of the two Deputy Chiefe of Starf were changed and
i their functions rearranged; the Army Cowmptroller was elevated to the .

B el

rank of a third deputly but without the official title. Thess three

L

of fices were to act for the Chiuv¢ of Staff and the Vice Chief in
" earrying out their responsibilitiss, ths Deputy Chief for Plans and

Programs carrying responsibility for all basic planning, the Duputy

Ji18e,

et

LRSI bt e ol s el lonint on t el to it sl ag
) T T R

Chief for Operstions and Administration for ewscution of plans, and
the Cmp?,ronor for review of the efficiancy and economy of ‘the Army's

=

e i R kS i Rl el k.

operutions,

D i

(2) ™e five General Staff Directorates were changed to four

-t~
e+ s A A i e .

DAL B
PR -

G-sections and their heads becams Assistant Chiefs of Staff, follow-

s B

ing the Pershing pattemn of the 1920's. The Organization ard Training

e aw

Directorate was abolished and its personnel .functions transferred to

C--l
o

G-1, its training functions to OCAFF,.
(3) An Army Program System was initiated designed to translate

—

; strategic plans into action, to provide s basis for budgeting,

-
P
2

sunnh

————

L

formuiation of annual prograns, and a systam of review of execution

of these prograsis. Program manegement headed up in the verious

; - . sections of the Genersl Staff. ~
‘ (L) Porformance Ludgeting was initiatad in accordsnce with the
provisions of the National Security Act Amendments of 1947, wiping

S R i S gl
e A ARGl 3 Y Ko

out the independent budgete of the Technical Services that in some

cases dated back to the Revolution. Owwrall control of the budget
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was vested in the General Staff divisiona under tha minrviclon of

! the Comptroller and the Secretariate o ‘ I d
1 l These changes provided for tighter executive control to be 1
: L exercised over programming, budgeting, and execution through the ,
) - 3 . l mechanisa of the General Staff and curbed somc of the traditional ; ‘
x‘: l independence of the Technical and Administrative Services. They did . |
\ $ . not, however, change the basic commodity organization of the Technical :1
‘ ? l Services or their existing functions. | :
g‘ These changes were brought about by a variety of influences and ' E
%‘ I individuals both outside the Army and within it., These influences 7
L \: all invelved common concepts - that the basic management practices in %
! * L I the department needed improvements so that the cost of both material N :
b ? I and the parfornance of functions could be better identified and controlled,
[ 1 and that the control of the department by the civilian secretariat ~
3 : : should be st':eng;;hem:d. . ‘
: - In the meantime, the 1949 Amendments to tie National Security Act j
::. :- converted the National Military Estabuslmn;. into an executive depart- i
i } "" ment now called the Department of Defense and resiuced the status of
"' ‘} . ﬂ»e Departments of the Army, Navy and Air Force to militacy departments ! ‘ 'Q
“' ;: 3 within DOD, The Secretary of Defensc was to exercise "direction and i
‘ ; control® over them. g
t ﬂ " One feature of the amendments tha strengthened that dlrectio'n i;
?ﬁf .- and control and fundamentally affected the ocganization and procedures L
i 11 of the Army grew cut of the studies of the First ‘Hoover Comalssion. i 3
, i : ": The Commission severely criticized the existing budget structure ‘ f::
) ; -" of the military vepartments and urged reorganizing thesc budgets %
| ;-
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: ’ "on a functienal or performance basie.® It prepeesd that the Secre-

tary of Defense showld hewe fu)l authority and contrel over the
preparation and erpenditure of the defense budget assuring a clear

oo ol

ant direct accountability to the President and Conpress threugh ¢

single >fficial. Title IV of the National Security Act Amvdrents

. by v
I s sg tutuneliin,

! reflected these recommendatiors. The pesiticn of Cemptroller was
:' estallislwd in the Departmenz of Cefense witn bread authority over
“ the financial cparations ¢f the nilitary departxents. He was to

VAT T e

PRS-

direct preparation c¢f the Departrent's budget estirates, incluting

>

the foraulation of uniforn terminclogy, budget classification and

-

e Punt ww. ® .. Q.,jv-{_’. "o

procedures anc be responsitle for supervising acccunting procedures

and statistical reporting. Coxptrollers werc to e established iu

L LA deener e T

each of the throc services directly responsible to tre service

secretaries and to sct under the general xuicance ‘of the Defense
‘ Comptroller. Tha new IOD Corptroller, Mr. Wilfred ¥cNeil, on 17 Kay
;' 1550 estadlished the cateuqories to bo vsed in the new perfermance

tudgeta, replacing for the Army the traditional Techuical Service-

i L

criented classifications with eizit broad furctiona) categories.
This donlopmnt., imposed from cutside, was responsibvle for the new
budgoting practices and irfluanced the other eha.msn in procedurs
introduced in 1950-5),

|wen S oo B o (RN oy S gt BN o T e B x4 SN one I o
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o T e et il e [y T g s P ot

Within the amy, a further development of the Kanagemont

Division's esrlinr organizatioral studies by an outside firm, Cresap,

==y
———

hcCommick, and Paget, pointed in the zame directicn, The management

firm's coixclusions, gencral similar to those of the Johnston study,

=

73

i & et £ AT

'.
--d

r

1

Y et e e . ——- o #7

i
e At P Y W e



sk Cialth it S i

Eﬁ
g

R e -

B T i S T e 0 T REE R D ] R A B

PR
o———io)

¢

§
2
B
n o
&
&
N
L .
N
&
@

At epdy

P

s T

R O e O Dy
- -

Lodes s ®

P

>~

"!F"Sl"‘lHHHn’-M-ﬁ-Hm@J;

proposed the functional malignment of the Deputy Chiefs of Staff
end the cuuptrdhr that was carried out in )?50. and in recemmendiag -

more "timely and realistic controls revealing the progress porfernneo‘ '

+ « « against planned schadules or ugain_st standards of pesrfcrwance®
pointed the way to the development of the Army Program Syiun under
the aegis of the Oensral Staff. These were concepts comon t¢ the
world of busineas wanagement, General Somsrvell's ASF, and the * .nege-
rent Civision of the Comptroller's Office.

The Crosap, NcCormick, and Paget study went further and recom-
rended the functionalisatizn of the Technical and Administrative
Services. But here ajain the 6ppoaition of tae Chiefs of the Tech-
nical Services, -supported by the Directer of Logistics (later G-L),
tlocked the estatlishment of a truly functional staff below the
levels of the Deputies and the Assistant Chiefs cf Staff. General
J. iawton Collins, then Chief of Staff, agreed to the changes
recornendes in L study insofar as they affected the top levels but:
rejocted the functionallrzation of the Technical Servicea us tgo dis-
ruptive. Collins felt thet the departmental organisation should
closely paralle) that of field organizations under M 101-5 "with
which the entire Army is rmhur and which has proven itself so often.”

The Ammy Reorganisation Act of 1950 was drawn up in the lignv of
Ooneral Col)ins' decisions on the management survey. Its drafting
was largely the work of Lt. Col. George E. Bays of the Comptrollerts
Fanagement Diviajion, but it represented Genoral Collins' views and
those of the Secretary of the Arxy Frank Pacd, both of whom dofended

it before Congress. There was considsrable criticism in Congress cf

74
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th ertent t; which the ﬁil) centraliaed power tn
~ the Arny %0 make changés. The Technicsl Serviee Chlefs bitterly =
resisted the abolition of their statulory recognition. But Congress

-\-&" .‘&‘_“'\

Whe Seeretery of

in this case made few changes in the Army draft, so that the whole
reorganization in 1950 may be considercd a product of a formal organi-

S s

satien adapting itaslf o changed conditicas and to cutside pressures

&1,

for better business ranagement. For the nost part, irdividuale

-

involved in bringing about this change acted as part of the formai

organization and not as individuels. The central organigational

=
TTIT:

suthority, by this time the Secretary of Defense, appears tc have

played no signifizant role in shaping the specific changes in the

g

Armmy crzanisstion but his new place in the deferse set«up led to wmany
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DEPARTNERT OF THE ARNY CH‘NG!S. 1933-38

Thera was no sweeping roorgb\isntton of the Department - i

.

of the Armny at any single point be: .nen 1950 and 1962,

$

R LI L B o B T I R R OR TP RS

There vere, howaver, cumulative cha iges between 1933 aad

r

¢ 8. DRSS .
e Wikl K K tirk

1938 thet brought about substantial rcor;nnl:;:ion and

p—

change in che departnental appdratus for direction of the

13

Army's affatrs. Thase changes involved botn shifts in

ﬁ;iadlglau%?

g the department's role ay a result of increasing centraliza- 3

3 |y K
1 & tion of pover in the Office Secretary of Defense and fu-srnal N |
E @ changes vithin the department itself. }

) k"‘-

-

“2r

At the higher level, Presidant Eisenhuver's Reorganiza-

fion Plan No. 6 {n 1953 abdolished reveral of the boards set

Ciinkdid) 2

R RZI 2 IR
o et ke e s

up under the National Security Act of 1947 and vested their

functions in Assistant Secretaries of Defense. In an

~

addirional measure tc¢ emphasize civilian contrel over the

[ o ol

dcp&rtncnt, executive agencies for unified commar ..

R ]

. . PN
Rl S TR L S P, T

shifted from the service Chiefs of Staff to the departnmental
secretaries. Amendwents to the National Security Act {u
1958 furghor centralized power in the hands of the Secrecary
of Defense. The military departments were removed from

the operational chaip of command and the executive agency

system abolished. The new chain of commsnd ran from the

Y]
-

¢

President and the Secretary of Defense througﬁ the JCS to

the unified commands. The departments were now to be
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“sepa~- tely organized" but not "separately adminiutered.”™
A Defense Directorsta of Research and Development was set

Up to supervise the rescarch and development programs of

a1l the yervices. By an amendment introduced on the floor

-~
LI e

of the House, the McCormack-Curtis Amendment, the Secretary

of Defense was empowered tc provide for the carrying out of
' any supply and service activity coemon to more than one
"military department "b* a single agency orxr such other
organizationa! entities as he deems appropriate.”

The net effect of thase changes vas to leave the - 'f
Department of the Army responsible for organiiing, traiaing, .
equipping, supplying, and administering ground forces but '
to transfer all strategic and tactical direction to the 105
and the urified cowmmunds. Internal adjustments within the
department, meanwhile, included th; tolloving principal
changes between 1954 and 1957: .

(1) The Army Secratariat was reorganized to include
an Under Secretary; four Aasistant Se retaries -- ﬂ?r Civil
Milictary Affairs, Financial Managemcnt, Logiatlce?;Hanpower.
Personnel and Reserve Forces respectively; a Dircctor of
Research and Development with the rank but not the title of
an Assistant Secretary; a Cuoneral Counsel, Chief of

Leglelative Liaison, Chief of Public Information, and an

Administrative Assaistant.
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{2) The Army Ceneral Staff wvas tcor;aﬁiacd to provide

'l fur three Deputy Chiefsof Staff with a Chief of Research

' '] . 4 - 3 3
o 4 T,
e ;

and Develcpwent and the Army Comptrolier als f deputy

a

rank, two Assistant Chiefs of Staft. one for intelligence
(ACS1) gnd oue for Reserve Componsnts (ACSRC). First G-4

was msde DPeputy Chief of Staff for Logistics (DCSLOG)

* < e ) 2R

. A
e b vy LM ey awa

and given command authority over the Technical Services

including their personnel and funds. Then ataff responsi-

tilicies for rasearch and development, scattered among various

2
L4

(- DIy, L by e ¢ pemoreyt ,

staff secrions were consolidated under a Chief of Research

aud Development. Finally the offices of G~1 and G-3 wers

! @
. i . i
} abolished and their functions aud personnel combined with S
. v = those of the Deputy Chief of Staff for Operations and ’ i
. @ .
2 L Administration and the Deputy Chief of Staff for Plans to e
, . * . :
o ot r‘ form twe nev offices of the Deputy Chief of Staff for ’_ !
¢ 3 - . N k
. ¥ Fersonnal (DCSPER) and the Deputy Chief of Staff for Opera- - g
. v % . 3
; Z ae tions (DCSOPS) respectively. G6-2 was changed to ACSI and . g :
' . ACSRC created. NMost of the Special Staff sections sthar ihcn . )
t R, . T : ] e
; M ad the Chiefs of the Techaical Sevrvices were grouped under DCSPER . ]
& M N V'.
A ‘ B
4. I; and DCSOPS. j
X owl : k
& (3) The Office of the Chief of Staff was reorganized y
: g gi to make the Vize Chief of Staff responsible for effective §
P
L 3 - L =
(¥ ! ‘. administration and management of tho Army Staff. The five L
; : £ P
; ; . = deputy level officers were delegated substantial authoricy - if ' i
v I , 3
) ; i 2 2
] I i
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to taks final Army staff action on matters in thair
respactive aress aot requiring the personal attentiom of
the Vice Chief.

(4) The U. S. Continentsl Army Command (USCONARC) was
established absorbing the traivcing and combat developmeat
functions formerly performed by OCAFF. USCONART was sssigned
additional command and adainjistrative responsibilities
tacluding direct con:rox'of the CONUS armies aad the Militsry
District of Washiangton, but‘tho Technical Services conczurreatly
gained great;r coantrol of their Clase 1lI iastallatioar.

(5) The Secretary of Defeunse creatsd single managerships
for specific types of common supplies and sc~vices fer
the entire DOD beginuning with food, clo:hln.; medical supplies,
and land trsnsportation im 1956. Tha Secretary of the Army
was designated single manager for food, clothing, aad land
transportation; and heldelegated his operating responsibili-
ties for the single managerships to the Chiefs of the
Technical Services handling the specific commodities or
services concerned,

The concepts dictating these changes appear to be:
(1) the need to establish a systenm responsive to the
direction of the Secretary of Defense; (2) the need to
frea the Chief of Staff for JCS duties; (3) the need to
provide clear directional authority in the hands of the

Ceneral Staff over doth operating~ltaff agencies and
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c¢oumsade; (4) che need te give ressarch and development a "

preoper place ia 2 peried whem th: develepnent of nev weapons

bad beconn 2 matier of treasceadent fmpertance; (5) the

28ed ¢o fncrease sfficiency and ecosoay and avoid duplica-

o L s

tien is service and 24pply activities.
These chasges resulted from both internal and external Q
pressures, ssut the sechenise of change, insofar as internal

Tearrangessnts ia the department vere conceraed, involved

the familfar processss of study, staffing, and reconciliacion
of disagreesents vithia the formal organization.

Uhea the Presidect announced Reorganization Plan No.

PN S S
LD e ek oA oD A

¢ in 1953 he declared that “"iwprovements are badly needed

L L . )

ia the Dcpart-cnlc of the Army, Navy, and Air Force." By i 4

instructions tro; the Secratary of Defense, the Secretary }

of the Army astablished an Advisory Committee on Army "
Organizacion headed bx Paul L. Davies, Vice-President of

the Food Machinery and Chemircal Corporation. The committae f

used a civilian staff furnished by McKinsey & Cuv., a Chicago : %

sanagement firm. The Davies Committee recommended reducing k

the number of agencies reporting directly to the Chicf of ?

Staft, the creation of a training command, and, in the : ;

supply area, creation of a Vice Chief of Staff for Supply, : ?

a8 supply command, and elimination of the division of » L

responsibilicy between the CONUS Armies and the Technical f g

Services for operation of Class 11 {nstallationa. ;

;;
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The couii;tcc did not, as pteavious study groups had,

recommend the functionaslization vf the Technical Services

but only the estphlidhudilic of closer control over their
acclviticn. “Coordination of the dovclép-dnt. brocnxcncnt.
avd distribution ?t an item is a more meaningful basis for
organization,” it‘concludcd. ", « . than spccitlization in
each function." Nor did the committee want to separate’
responsibility for research and development from that for
procurement, reflecting in this ca;e as in its opposition
to functionalization aé Ordnance viewpoint since most of
its members had in one way or another been connected with
the Arny's Ordnance Corps.

The committee also recopmended closer slignment of
fiscal responsibility with the organi:aiionnl structure
and the ‘stnblt;hnent of a civili;u asgsistant-secrxetary for
financisl management. It stressed the need for the Army
Scaff to gat out of operations, something the Patch-Simpson
Board a decade earlier had ineisted could not be done.

The proposal that met the strongest opposition within
the Arly..crcnting a supply command, invelved this principle.
Lt. Cen. Williston B, Palmer, who had recently hecome G-4,
turned the committee proposals upside down and proposed
instead that G-4 be transformed into DCSLOG with command as

well as staff authority over the Technicoal Services.
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P Palmer's atgnncnt v‘o the same that SOI;r;cll used 1n. )
i] World Hi; II, that in the logistics ares staff and command | ,?
. ‘;I] functions could not be separated. Palmer's view prevailed i
g ‘with the Chief of Staff and the Secretary and on 8 September B }
l i] 1954 G~4 was transformed into DCSLOG with the functions f“ Q
g . Palmer had asked. The Davies Conmittee recommendation to »E 1
: g. } creats a training command was carried out shor:tly nfte?w.td - 2: d
} g ! wvith the creation of USCONARC. A subsequent rearrangement _f é
? g ¢ cleared up much of the confusion existing about Class Il A : ;1 'g
i Ez installations under the Technical Services by removing the ::; . 2
g -— CONUS Atnie;' func;ions in providing for their housekeeping j" i
R . i §§ and placing theax co-plekely under the Technical Servicas, fEi %
% é r? ‘ {n effect as parc of tfke DC5LOG "command.™ - ; ! :
! ( % -4 Meanwhile, pressures mounted from civilian scientists }
| § g} vithin the Army, the scientiflc communlty outsiﬁe.reprusen:ed é :
{ g‘?' on the ;rny'. Scientific Advisory Pame., and the Congress '; 3
E ii for a higher place for research an:! devclnpnenf within the é 3
? ;v military organization. The first step toward ;eeting Ei
I g ‘x these pressures involved the creation in 1954'nf the %‘ ?
% ? EE position of Chief 3¢ Research and De¢velopment under the ﬁi f
f %f Deputy Chief of Stuff for Plans (whose position was renamed é ( %
;. $‘£‘ Plans and Research). Research and development functions }
E g L1 scattered among G-1, G=-3, and DCSLOG were transferred to t i
L ? o this office but the marriage of plans and research did : ' i
v 3 t- “‘\
Y ke A 3
i- % t 82 3
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; not pfovc toﬂ$o a h‘ppy one. 1In September 1933 the vordtZE';
} " of the Davies Committee vaz raversed and the Chief Qf
g Research ang Development was given a deputy rank Sn the

.; Army Staff though not the title because of the statutory
i limitation on the number of daputies. While the Chief of
? Keseareh and Development was empovered to act in thcrnu-e
: -ot the Chief of Staff and had a direct ehnnnellto the
{
i

Technical Services, his ability to direct their programs

wvas hampered by the fact that DCSLOG controlled their

personnel, budgets, and facilities. The creation of the .

- neﬁ post on the staff was followed, in November 1955, by the
establigshment of the position of Divrector of Resesarch

vith a rank, but without the title, of an Assistant Secratary
. of the Army.

thk'obvioul imbalance at the General Staff %evel led in -

January 1956 to the further reorganization in which G~1 and
i G~-3 were abolished and DCSPER and DCSOPS established, making
a total of five deputies exercising functions in their
respective areas in the name of the Chief of Staff.

The changes of 1954-;6 in the departmental staff then
were the prouuct of many influences, one of the most notable
the need to provide a better systenm for controlling
developmont of new weapons, the other the need to establish

. tirmer control over the Technical Services. 1f any ene
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personality dictated these changes it vae General Palmer
vith his ¢conrept of DCSLOG as a staff and a commsnd,
rather than the members of the Davies Committee. Palmer's

concepts, however, were -odl!ltd hy thg ’xo s

arose from other sourcss r.r Cu""‘g'!

Co?

development staff, .onath!n; thlt nc““qﬁ

veakening the central control over the entire loglltic-

Py

structure that it aspired to exercis:. In sny case, the

changes resulted from the normal workings of the internal

i
K 4 }

staff processes of the department and the Army Organization N )

Act of 1950 provided a sufficient mechanisn to make these

changes possible by order of the Secretary of the Aray except

insofar as it limited the number of Deputy Chiefs of Stsff

and Assistant Secretaries.

By contrast, the deveiopment of the single wmanager

" . ey

system was almost entirely a product of outside pressures.

Various investigating committees of Congress continually
criticized the duplication and Qu.te involved in the
separate supply and service systems of the uilicary .

departments. The Second Hoover Commigsion 1a 1955

recommended as & remedy the establishaent of a separats
civilian-managed agency, reporting to the Secretary of
Defense, to adwinister coamon supply and service activities.

This recommendation was opposed both by the Secretary of

— o, T
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Defanse and the military deparcments on the grounds that

=N=11

3

a civilian-nataged system could not be tclponlivé to {w
military nced. But it prodded the Dgfenso establishaent [j%fg
into seeking some other remudy for duplication and this A
remedy v;s cenceived to bhe the single manager syscem. [35{%
X. THE MCNAMARA REUQCANIZATION - 1961-63 EQ}’

fva

As part of a general program to stxeamline the organi-

(7]

e
>

i

zation of DOD, Secretary of Defense Robert S. McNamars in

h J
o
-,
»

1961 initiated the firstc major rcorganlzati&n of the

Department of the Army since 1946, The basic reorganiza-

“_1

tion plan for the Army was produced under Project 80, but

C e

it was significantly affected by Project 100 that led to

the creation of the Defense Supply Agancy (DSA). The y

[ S
+ 0

reorganization involved the practical abclition of the

hieadquarters of the Technical Services -- the Offices of

-

the Surgeon General and the Chief of Engineers excepted --

and the parcelling out of their functions, personnel, and

gy

~
H

installations among s.veral new agencies. i

DSA, operating directly under the Secretary of Defense,

and designed to centralize performance of common supply and

service functions, took over the single managerships and other

o

similar funcrions, affecting primarily the Quartermaster

-

Corps. The Project 80 reorganization provided for two new

85
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E sajor CONUS commsnds on the same lavel with CONARC, the )

t Army Materiel Command (AMC) and the Combat Devclopnit-

? "Command (CDC). AMC vas made respensible for research and

E developmant, ptoductiogbmwpply

‘ . functions ln the United Stati;. CDC for the development of

; conbag doctrine, and all {mndividual and unit trainiog was §

i . consolidatca under CONARC. The Techuical Services thus ;

% ? 3; lost their natc;icl functions to AMC, their training functioua i

3 § .o to CONAKC, and their functions in the formulation of doctrine ;

E § :: to CDC. A new centralized Office of Personnel Operations ;r { i

? :‘:‘ (OPQ) vas established under th. superviaion of DCSPER te %f ‘ j

é; . ? ;E take over military porsonncl functionn foruerly performed '§§ i {

E § - by both the Adjutant General and the Technical §etv1cel. E' §

g { ¥ Technical Service headquarters civiljian personnel functions t

E g :t were assigned to the Civilian Personnel Division of the Chief .

: £ of Staff's C€fice. ’ . :
v . ;
g {E The field commands and activities of the Technical b
g i] Services were regrouped into five ccamodity type commands ‘ | E
€ and two functional commands ‘under AMC. The commodity R N
é { commands - Weapons Command, Munitions Command, Mobilicy ; ‘ i
i Command, Missile Command, and Electronics Command carried '; I :
§ {] out rescarch and development, production and procurement, ! |
z 1 and exerclsed integrated commodity management wiihin their h

b { {J l respective spheres. A Supply and Maintenance Command was r ;
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1 ' charged with operation ef vh;lnnnlo supply, -alntonnnéo. :
3 2 " and distribution activities for the Aray, and a Test and o [] é
l Evaluation Command combined test aud evaluation functions ﬂ
for new equipment formerly performed by the Technical [] , g
E Services and CONARC boavds. Thirty separate field installa- 13 ;é 3
tions also reported directly tu ANC, including several ‘ P}:
‘ reaearch ;:boratories and eleven procurement disctricts. ) {i §
§ : The development of approximately 3C critical weapons systcas ‘AE

were removed from normal channels of command and placed under

. £a27 L S i L s e Gt ok L i s -

i ‘ project managers, most of whom also reported directly (o The

.,,‘ X

%’t P
ay o ) 3

Commanding Ganeral, AMC.

In the initial reorganization under Project 80, the

TSP AL I

7 ht

. i Offices of the Chiaf of Ordnance and the Chemical Warfare

3 =3 r= m

Services were abolished and tﬁeir staff functions transferred

-3

to DCSLOG. Residual Quartermaster functions, not transferred

to DSA, were entrusted to & Chief of Support Services under

T TRy T

.

’
i B a0 i .

Rl

DCSLOC. Chiefs of the Transportation and Signal Corps were

b— d

-

.
e T

B

{"’1

been absorbed by DCSLOG and the second by DCSOPS. Of the

old Technical Service Headquerters, only the Surgeon Gencral

—
|

t
{
t
!
|
|
! : left as special staff agencies, but by 1965 the (irst had
!
{
|
i
' and the Chief of Enginecrs remained.

it S il e

ﬁ ' The basic structure of the Department of the Army

Ceneral Staff was not initially affected by Project 60,

b .

but one of its goals was to divorce that staff froa

!
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operatiens to the maximum extent pessible, rcturnl..ffo . e'ql'i

the principle of the 1942 reorganization. The prtuc(pal

impact was a reduction fin size with the cuts heaviest im

" OCRD and DCSLOG where identifiable operating funccions "~ri3‘fﬁ

Al e

vere transferred to the field. In the case of DCSPER, RN

the situation was reversed, on zccount of the assignment

v
-

el sl t £ o ™
:

of OPO and TAGO as opexating agencies under it. However,

Y

i ¢

a net reduction in the Arwy Staff from 13,700 to 10,500

was achieved.

=ik i of

¥

-

Subsaquently, Secretary McNamara directed a further e

-

L3

itqu of the Army staff with a viev to speeding its : AN

Py,

TR
r
- e i ity T 2

decision-making processes and reducing its size by another Cer s

»

e e
wh oo

15 per cent. As a result of project 39a, DCSOPS was split
and staff supervision over the raising and training of the

. Army transferred to an Assiscant Chief of Staff for Force

1P gt We
H

Development (ACSFOR), along lines recommended i{in Project 80

but rejected at the time by the Gencral Staff. To accelerate , .

e e,
¥ ek

o

decision-making within the General Staff a Staff Action

g

(R
L]

Control Office was wddcd to the Office of the Chief of Staff.

e

The Army Staff wvas further rgducnd from 10,500 to 8,500 by

o R

the end of 1963,

-or R

The Projsct 80 reorganisation involved two maln

4

concepts -~ first, that the Army Staff should not operute,

a revarsal of the Patch-Simpuon Board verdiet of 1946} and

P g PRIy
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second, that the vhole Army strvcture should be "fumctiooal."

Neither of rhese concepts vers new. The doctrine of .-

1
“functionalization" had dominated the thirking of industrial o ‘
|

o - - -t et et

v,

J

:

4 !

i managers and public administrators since World War II. The ﬁér j

3 . previous decade within the Department of Defense had bear i; §
] ; one of gradual "funccionalizatfion," and vithin the Aray ';g %
i E the Comptroller's Office had promoted the concept since i: 1
é g 1948. ig‘ i
‘ ; The Technical Services had been thu target of reformers . Zfr % i
E - since the time of Genaral Somervell, but all previocus \C i
r attempts to abolish them had failed. The effor: was ,;E. ?

T 7

successful in 1962 mafinly because their posicions had

. e

already been ssverely eroded by creeaping functionslization

~et T

in the 1950's and because Secretary McWamara developed

™ o7

PeR

-

the techniques and showed the determination to carrvy

through a fundamental reorganization. 1In broader perspective,

however, the reorganisation was an attempt to adapt the
Army to the vast changes in weapons and in the Defenae i

environment that had come about in the 1950's.

Secretary McNamara's technique involved the creation

of ad hoc comnittees to examing particular problem areas.
Bach particular study was given a project number. The

projects involving organisation snd mansgenment were

assigned to Cyrus Vance, Ganeral Coundel of the DOD,

89
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and under him to a Dirvector of Organizational snd

A i L i
; | ..l Management Planaing, & new office under Solis Horowits. ;
i g ) " Vance and Horowitz asked the Secrecary of the Army, : _ ‘
i J Elvis Stahr, to make the Project BO study, citing the need -2 i
i ' for s new sexamination of many questions relating to the i
: Army's organizational structure. The Chief of Scaff, > | ‘
< ’ General Georze H. Decker, personally selacted Mr. Leoanard ) ) i
f .§, Hoelscher, Deputy Comptrcller of che Army for nearly a e - '
r i ) decade, to head the Project 80 Study Croup and he give : \ i
" ‘ hia lacitude to ;ake whatever recommendations he saw fit ' ! %
: ‘E i . j within broad guidelines furnished by Nr. Vu;xc;. Hoalscher i’ ! |
' . ] formed a committee of 60 Army officers and civilizans h : :
g &. .vhich ‘he divided into ‘tubgronpa. each assigned the study ) o 1
f :‘&’ l of a particular Army function. The Hoelscher Committee, . ‘ ;
; :'r ! bc;vecn April and Octob;r 19‘1. produced the most tho\-ou;h. X Vo
g 1 '; ' and detailed internal study of Army organization and
q; ;‘ ] management t.at had evar besn made. . l B
S ? The Hoelscier Committee report was submitted to the ' ; é
, {; ‘ Secretary of the A:my on 3 October 1961 and to Mr. Vance | ,! i
; } g l and the Secretary «° Nefense on 16 October 1961 before , k
' { ‘;?\ the Army Staff and Scerer=riat had ."'“.d at their own : n
; : ‘ official position on it. On 14 October General Decker . , 3
’ i asppointed a commictee of senior ofﬂ:cen headed by 1 1
i 1 ? ‘ ' Lt. Cen. David Treub, the Army Comptrolier, to study the ' ﬂ
t ! ! Hoelscher report and recormend a General Steff position. '
; Y
'. , ‘ 90 :
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At the same time General Staff Agencies verse assigned

the ctask of developing }ccoi-updatioas on the structures
of the three functional commands cu;iangad by the
Hoelscher Committee. Az in the case of the 1942
reorganization, the Technical Services, the agencies
most vitally affected, vera not fofnally congulted at
this point cthough they learned of the. plan throﬁ;h
contacts with DCSLOG. '

Secretary McNamara did not wvant the reorganization.
dalayed by the usual round of staff concurrences and
went to work immediately with his own investigations, -
centering on the new Army Materiel Command. He indicated
quite clearly he would accept no solution that did unot
abolish the Technical Services, and personally adjusced
the setup of the ANC subcommands. The Traub Committee,
almost of necessity, concentrated on other aspects <f the
reorganization and developed some modifications in the
Hoelscher Committes recommendastions, particularly with
regard tu the Army Stuff. The final Traub Commiftee
report to the Chief of Steaff accepted the general concepts
of the Hoelscher Committee aud embodied the AMC orgeniza-
tion developed in consultation with Mr. McNamara.

Another influeucea brought to bear at this polint wae

that ofACcneral Maxwell Taylor, former Army Chief of Staff

91
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and personal nilitary adviser to President Kenneady. '3

At Taylor's request Mr. Hoelscher briefed hia on the

concept of the reorganization, and Taylor raised many

PPy B

L B Lt ke o i B

questions particulariy relating to the reactions of the

-

Technical Service Chiefs. As a result Mr. McNamara ? é
assambled them on 8 Dccenﬂer 1961 and told them that he f 3
vas interested in their comments but that he had already _:

decided to recommend the reorganization to the President. f} i
After listening to their remarks -- their wajor objections ‘:ff 2

vere to the loss of military officer personnel career . :ss g 3
management and‘technical training functions -- Mr. HcNamara e ! ;
stated he hoped the chiefs would not wveaken the Def;nae ! E

establishment by indulging 1n public controversy over the
reorganization. Aand in fact they did not. )

On 10 December Secretary of the Atay Stahr presented
the plan as modified by tﬁe Traub Committee to Mr. McNamara,
explaining ti 4t it lacked "unanimous concurrencae by 11% i
consulted,” but that i represented the “"considered views" '
of the Chief of Staff, himself, and the great majority of [
those who had participated 1in the study. After further !
briefin., f .=.vral Taylav, who raiscd no formal objection,
the 8rcretary of Defeave laild the plan before President
Xenneuy. Kennedy approved on 16 Janulfy 1962 and subnmitted

the plan to Congress under the provisions of the

KcCormich-Curt{s Amendment to the National Security Act
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in 1958. Under thesa provisions any realignment of

o023

] functions to increase efficiency and economy would take
' : affect unless disapproved by Congress in 30 days.
% Congress did not object. S
E Once the President had submitted his decisions to S
E ! g. : Congress, carrying out the roorgqnf;ation became the }
; i % function of a3 DA Reorganization Project Office (DARPO) [2
§ 3 : created under the Comptroller of the Army, with a [{
| f ‘ Planning Council om vhich the commander-designates of the \_;;
c nev commands, ORO, snd of CONARC were represented. E}}
'DARPO was reminiscent of Ceneral McNarney's executive i 
) committee in 1942, but it intended to proceed much more E}:
; ) deliberately with a gradual transition. However, .
Mr. McNamara 1;\tcrvcncd to speed upl the wholc. Process so G i
s ? as to place the nevw organization in full effect on 1 August [} }
; 1962, ) R ;
: ) f | - The effort to make DARPO a permanent part of the [3‘ @
; Comptroller’'s Office responsible for reéommendina changes r’» g
! ; ; in the Army's organization and management failed. Ax o LJ} E
N g ; subordinate agency vwithin a co-equal General Staff division {] ’ E
N i it had created resentment among the Ceneral Staff and was )i ?
g g phased out of existence in September 1962. Projcct 39a []
é g vas monfitored by the Staff Management Branch ' the Cffice -—
‘ of the Chief of Statf, L) ;
;o §
; : ' 93 |
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The major impetus for reorganization of tha Army in
1962 came then from the Secretary of Defensa, representing
the centrsl orpanization authority. There waa, nevertheless,
within the Army itself sufficient appreciation of the need
for change to lead to a searching self-examination and
specific racommendations as to the lines the change should

take. The Hoelscher Coanittee, the Traub Committee, and

DARPO, the internal mechaniswas of change in this instance,
wvere specially created hodieas, but their members were drawn A
from the formal organization. As in the 1942 reorganization,

the voices of disagreement vcra‘lat;cly silenced by proce~ L

et i e =

dures that by-passed the formal staffing processes with -'gg
all their inherent delay. For this too, the Secretary of ‘
‘Defcnse.van largely responsible. 1In the legal sense, the
provisions of the national security legislation of 1958 .
provided a mechanism of change.

In terms of military education, one aspact of the
change was th, placing of a major portion of the Army's
schools under one authority =- CONARC. However, the central
feature of the reorganiszation was a broader one, the virtual
abolition of the Technical Services and the establishment
of functional commands to replace them. There ssems no
vital relationship between military education and this
development. Certainly the cumulative pressures from co

outside the military over the years for organizational
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reform played some role in leading to these chaanges in

1962, buc at the particular time they were carried out

the impetus came not from outside the DCD, but from

within {tc.
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EVOLUTION OF THE ORGANIZATION OF THE DEPARTMENT OF THT NAVY

Qeatyiey
Punctionaliy, vrganizaticnally, and geographically the maval estab.'

EN——— ¥ §

lishaent has from practically the beginning of the Federa! government
under the Constitution consisted of three parts: the Navy Department
at the soat of govermment in Washington, the Sho'e Establishment, and
the Operating Forces. _ .
Almost from its establishment to May 1966, the Dopartment opersted
under a bilinear form of organization which resulted in two lines of

control being utilized by the Secretary of the Navy. One of these lines

that of "military commend,” was primarily concerned with training and

P o e AT
- F " G T T T T T "

developing the capabilities «id readiness of ailitary forces; planning

! . and detormining their support requirements; amd military aduinistration

of the Dopl:tunt'. The other line, that of "business adainistratjon,"
was primarily concerned with providing the equipment, materiel, tratined

personnel, and services necessary to meeat the support requirements of

naval forces; and the management of -the afforts of the Department in
wmeeting these raquirements,

Since the early part of the twent{eth century, the Chief of Naval

Opcrations, and tha Commandant of the Marine Corps have been responsible,
undar the Sccretary, for all matters relating to military command, Until

1966, undor the direaction of the Undar Secretary and the Assistant

Socrataries of the Navy, the cliiefs of the Bureaus were responsiblc for
all matters related to businese administration,

With respect to support as velated to the bilinear organization,

the Chief of Naval Operations and the Commundant of the Marina Corps, as

97

TS T

e e e e P e T o B e B e WX — W O

LH ce

——
= '.-‘

o

[1

L e ——

\

i e ki, et e aim

R

P S

bt ot T ) S i X e ko



. RN e : RN ‘ .
§ - * o me . - w " ot 40
M EPSSEENSEEIIPS A WAl §

Neilh
)
L]

the military chiafs of the Department were viewed as represeating the

“eoalisuners” of men, material end services, MNence, thiey wers raspon-

sible for planning the requirements for support in terms of what was

needed, vhen it was needed, and vhere i¢ was needed. In contrast, the

Bureaus and their field a¢tivities in various organizational combin.

v -

e e vty

58 <) 4 P4 m ow g eme

E ,

E . ations under the direction of .he Under Sacretary and Assistant Secrat- l

f[ :‘ aries, were viewed as representing the “producers” of this support and J

% i were responsible for the mansgement of the affairs of the Department in ':

E. :. mecting suppert l‘.q\““lcntl. This “cunsumer-producer” relationship ‘

; i vas the basis for the assignment of responsibilities under the bilinear : ‘

{b h orgamazation. “ ' 2 ‘
, In 1962 six Bureayt represented the pmdu;:or c!for:: the Bureau of . i ' '
t

,1
i
!
!
i
fi
|
!

Naval Parsonnel; Bureau of Medicine and Surgery; Bureau of Yards and ' |

- '.’,m

e
t
b

Docks) Bureau of Supplies and Accounts; Bureau of Ships; and tha Bureau

4y

; b of Naval Weapons. 1n 196} the material bureaus, i,e., the Bureau of Yards Z
E S - and Ducks, Bureau of Supplios and Accounts, Bureau of Ships, and hmu. ‘
; : of Naval Weapons mers placed under the coemand of the Chief of Naval ‘
' -e Material. The bilinear organization was retained, The Chief of Naval {
‘i :E Oparations and now the Chief of Naval Material, as well as the Burcau of ’ l
{‘ r Naval Personnel and the Dureau of Medicine and Surgery, each reported
% J directly to the Secretary.
§ n In 1966 a ynilinear form of organization was adopted. The Chief of
:; - Maval Material, with his total producer ettort,‘ along with the Bureau of ’
'5 1_: Naval Parsonnsl and the Bureau of Medicine and Surgery were placed under |
' -1 the command of the Chiaf of Naval Operationa. Thus, the ueer effort "
? ﬁ and the producer effort for the first time were combined under a common ]
F ’ " superior balow the Secretary: tha Chief of Naval Operstions. h
3 v -~
&5 98
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Kotablisheant and Early Evolytfon of the Departmant (1773-1813)

The Departmsent of the Navy came into being in the early part of
1798, and rhe Merine Corps was added a few months leter. The Navy of
the Anerican Revolution had, by then, completely disappeared, as its
tast ship had been scld in 1783, The Marines of the Revolution, dating

back *o 1775, had also disappearsd. When the Comatitution of the

Yedersl government wont {nto affect in 1789, the War Departaent was
charged with the adeinistration of both the Army and the Navy, but
there was no Navy to administer.

Depredations by the Barbary pirates on American shipping in the
Meditercanean led Congress in 1794 to authorige the construction of
six frigates, among them the COn!tcllqt}on and Constitution. The
construction program was nol pushed vigotously and at onc time was
almost abandoned. ‘Uhon four years later the United States bacame irwolved
in a quasi-war with France, the Sccretary of War came in for iuch
criticism due to naval unreadiness. The ocutcome was the estadlishrant
of & separate department, the Dapartment of tae Navy, on 30 April
1798, with a “Secretary of the Navy" as its chief officer.

Benjamin Stoddurt, the first Secretary of the Navy, was a ship-
ping man of wide experience who knew the opcration and maintenance
of morchant ships thotoughly., The rature of nuval warfara of that
poriod, togethor with the small sige of the navai establishment, made
administration of the nuw department a comparativoly simple matter

for a man of his wide exporionce, There were only a few ships In

service and half a dozen employecs to supervise tn the Navy Department
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handled the Navy's business in tﬁ‘ ficla,

-

The Socrerary of the Navy's job (n the early days was to srvange

T

for ships, tholr oificers (crevs ware enlisted lucelly), and their

[}

¢ s in T i e f s

supplies. He gave general inatructions as to the missions to be

performed and then, bdecause of poor communications facilities, had to

i

leave the rest to squadron commanders or o the cummanding offi{cers of

-

4 P o9 oy pup B0 wen Bne b

A ay * wnt 1
- e !
& | o .
- ieaalf. Nav' agents in the princim.l sespotts from Maine to Goorgls o
“ .
L)

W ARt 4 L

ships oparating singly.

T T T T T g, T T W

The War of 1812 led to the first change {u Navy organization. )
There vas myuch criticism of the Navy's unpreparedness for that wat and '
*

of the fact that the law made no provision for professional assistants B

or advisors to the Sccretary of the Navy, The war, when it came,

s 2y SR 2RO
pt -,

resulted in a considerat.e increase in the sizu of the Navy and its

shore establishment. The experience of the war and the size ot‘thc

B Eam
., 47

Navy {ndicated very definitely that the Sccretary of tne Navy needed

- 5

wore ssuistence than was authouriged by law, and especially that hu needed

-,

the help of professional naval officers. Until 1815, administracion of

P 2

the Department was entirely in the hands of civilian appointevs, Noval

Officers served at sea.

The organization of the Dopartment during this perfod (1773-181%)

-

was clean-cut and simple. The Sccretary of the Navy excrcised direct
cwitrol over the Navy Departmunt and Shorce Establishment and such

control as exfsting communications permitted over the Operating Forces.

]
-~

Soard of Navy Comminsionors (18]13-1842)

=

P N el ne i i V0 2L Gl B

Much study was made of the Sccretary's need for prufessional

assistance and many recommendations weru made Lo correct the situacion,

- eV
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which had becwme unsatisfactory to Congress, to the Secretary of the . i

= e T e "’ww“"-vj
d

1

]

3

1

1

k.

]

1

4

]

, ; 1

presceibad that nothing in the Act was to be construed "to take from the

Secretary of the Navy his control and direccion cf the naval forces of

Nav*® and (o professions] naval officers. The outcume was a lew passed ' i ;
‘ under date of Fabruary 7, 18135 “to alter and amand the several acts } 1
. establishing a Navy Departacnt Sy adding thereto a Board of Mavy ' "!‘ :
‘ ' Commissioners,” wlich vas te consist of three semtor naval officers. ‘ ‘
' Under the Secretary of the Navy, the Board of Yavy Commirsisnars was to f
K t “"discharge all the ministerial duties of said office, relative to tha .,“ j
'% procuresent of naval stores and maturials and the construction, armament, : 1
E squipment, and amployment of vessels of war as well as ali other matters f;'
E sopnectad with the naval establishment of the United Ctates." The lavw ' N
ii
3
'
}

the United States, as now by law poesessed.” "
The Commissioners held their first meeting on April 25, 815 and

within a month claihed wvath Secretary of the Navy Crowninah{ !¢ over

their respective spheves of dJduty, the specifiec quastion being whecher

the Secretary was obliged to communicate to the Commissioners "the

destination of a squadren," The disagreement was rettled by President

Madison who decided that tlha Commissioners were to handle matter such

ae the building, repatring, and equipping of ships and the superintending
of navy yards, but that military functions were to rematn in the hands
of the Secratary of the Navy. In other words, the responsibilities of

the Secretsry of thy Navy were to 1ie principally in the fieid of naval

command; chose of the Navy Commissionere principally in the field of

'
L
s
!

logisti~s, This concept would come full circle $n 1913,

Ercept for the establisheent of the Board of Navy Comissaioners, {
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E ' ’Q the basic organizsation of the previous period (1775-1813) was left }
F Q . H
v ? ] untouched. Tho afgnificant devalopment during this perfod was the
! ¥
i \~ ' evergencu of the concept that responsibility for support of the fleet i
v ) i
F b could be kept apart from responsibility for fleet operatiocns. This ‘]
4 ;"a“ 9
; ‘. i appears to somw as the first indication of the development of a i
% e bilincar form of organization within the Departmant. ) 2
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Bworaence of the Burgay System (1843:

By 1842 dr‘lﬂtlc advances waru being made in such things as

i
ordnance, design-rifled guns, exploaive shells, breech-loading guna, and
rotary mounts, The Navy now had in fts fleet two steam men-of-war and a
steel hull steam frigate, Technnlogy had begun Lo exert an influence on
! the Department of the Navy which was to result in the establishment of

wvhat some have called the Navy Buresu System,

M. O 3. Clla

1

i

I '

: Recognizing the magnitude of tha Navy's technical and material

X problems, the Congress established a Burcau system with five individual

-
4

i Bureaus under the Secretary, each identified wiih a spacific task. These

Bureaus -- Yards and Docks; Construction, Equipment cng Repairs;

v

! Provisions and Clothing; Ordnance and Hydrography; and Medicine and

-

Surgery -<- had their duties documented in the Nuvy Regulativns of 1842

as follows:

r—
reanad

"The buginess of the Department of the Navy shall be distri-
buted among the Bureaus in such a manner as the Secretary of
the Navy shall Judge tu be expedient and proper.”

roray
<9

For the ansuing 15 years, the "business" of the Dopartment was

L

condunted, as was preacribad by Navy Regulations, through or by the Bureaus,

vhile fleat oparations and parsonnsl matters were handled by tha Secretary's []

office diroctly, thus preserving the genecral bilinear arrangement which had

emerged 235 years befure. [l

However, as tha Civil War approached, and with it the probloms of [J

expansion, the Socretary found himself in need of further advice and stafl

support, [:

As a result, Cideon Welles, as Secrctary of the Navy, did four thingst

e - - w ———

1

(1) ho increased the number of Bureaus to eight, (2) he established & sct [J

L
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of boards to advise him divectly on specific satters, (3) he appointed

§~ a Solictitor (Judge Advocate), and (4) he obtained an Assistant Secreiary.
g The cight Buresus were: Yards and Docks; Navigation; Ordnance;

3‘: Construction and Repair; Stesm Engineering; Provisions and Clothing;

? Medicine and Surgery; and Equipment and Recruiting.

With one exception, the increase in the nuaber of Bureaus repre-
seuied only a further subdivision of the technical cognizance established
in the earlier Bureaus. The Bureau of Equipment and Recruiting, however,

was now assigned cognizance over all enlisted personnel matters, hereto-

ot A i, W g A TR Y Py Py

* fore‘the exclusive province of the Secretary. Thus, {n 1862, the present

Bureau of Naval Pevsonnel had its origin.

to consider some of the many technical problems facing the Department.

20 85 K] bt o pme e mue

They ware concerned with areas such as "science and inventions," "harbors,"

R Farht Aol ac R S LA e S, 5

W Y e s g e

‘ T: “plans for now vessels," e:d “ltutegy..“
g, ~ The new Solicitor was to advise the Secretary on legal and discip-
{ Ez linary matters; and the new Assistuat Secretary was to assist the Secrecary
i § g} by exerciring coordination over the Bureaus, |
‘ ;. = This was the organization under which the Union Navy fought the Civil
f gﬁ g War and under which the Department of the Navy operated for the ensuing
é Z. 20 ycars, During this latter period, the Department experienced but one
& ; ﬁ major intcrnal shift 65 authority, namecly, the assignment of additional
. é" « responsibilities to the Bureau of Navigation.
E ; E! The Bureau of Navigation, in its original form, was established
r Y 5: primarily to handle technical matters related to hydrography and related
5. &,

sciences. However, following the war, the task of officer detail was

£
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passed from the Secretary's office to this Bureau. A few years later,
cognizance of enlisted personnel was transferred from the Bureau of

Equipment and lacruiting to the Bureau of Navigation, 1n 1882, vhen &

a s

EN o 20s G0y ROY  LQRY ey PO . DO . T (Y

Chief of Naval Intelligence was established, his office, too, was placed

ir this Buresu. Tinally, in 1384, the Secretary handed over the task of

directing ship -.ové-enn to the Buresu of Navigation. %
These acts, as is clearly evident, sssigned to the Bureau of Navig-
ation cognizance over both technical and operational matters. This j
brought about & troublesomes imbalance in the organization and operation . i
of the Navy Depnrtnenl; nn& gave rise to a series of efforts designed to l L“i-' . %
create a countervailing force vhich. would unseat the Buresu of Navigation : : 5
from its overdominant position. Principal among these was a powerful o ,.r;! i ;
o

moveaent to reorganize tiie Department along lines then being popularized

in Germany. ) L
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During the closing years of the 19th century, constant complaint

At 5t B K

was heard in the Department of the Navy that: (1) the Secratary of the B

Navy was incapable of personally coordinsting the activities of the

.
e e et Ao et i o

Department duo to their extent and co-pluny and thus required a -m-

tary staff agency interposed between himself and the bureaus; and (2)

R SR ITI £ L S STy ¥ 2
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the Navy Department had no adequate means of developing war plans and .

-

£ 23 b

£ eedadic ik s Kt & e e Ml 3w 2ot vt W

of assuring the Secretary that the fleat was in fact prepared for vu.‘ )

J ’ ﬁ . These defects, it was a!l.ogod. would guickly be eliminated by the ;“'

;" - estahlishment of a general staff, Thus it was that a series of proposals ‘\
; ii vas made for establishment of a general staff, with a title such as ﬂ

. “Board of Achi;-nlty“ or "Board of Survey.” Finally, in 1909, it wvas :-*,

o

v

v,

proposed that the General Board of the Navy -- heretofore an advisory

o |

body -- be pleced in a poaition of staff preeminence, with the President

of the Board serving as a Naval Chief of Staff. The Secretary of the

o |

Navy, Truman Newberry, briefly put this plan into effect., Meanwhile, the s
intensity of the agitation for establishing a Chief of Staff organization
in the Department of the Mavy, such as had rucently been adopted by iho

Army, caused the matter to coma dirsctly to the attention of President ~

ony

Theadore Roosevelt, who convened a board to inquire into the problem.

c:

Tho board submitted to the President a report on thae fundamental

principlos of organization of thn Department, Essontially, the boavd i

| Y

found that the duties of the Secretary of the Navy fell into two distinct

=

arcast (1) ecivil duties concernad with procuring and providing all of the ‘

means required by the Navy to make war, and (2) military duties relating

L

to the actual employment of chuse mewnis. The board observed that: *this
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condition mcuclntd a oubdivtc‘lon of auttol ese through s medium

of responsible subordinates ..." and ... "In this subdivision, the

A e e i e .

r _ principle of undivided responsibility, within the appointed field of

subordinate suparvision, should obtatin.”

i Sl S e

any action could ensue, the natfonal administration changed, and with it

-
T SR G, -
.

A

Shortly following the submission of the board's report, and before E‘
]

r

the Secratary of the Navy. The new Secretary, George von L, Meyer,

F" ' i promptly abolished Secretary Newberry's general staff type organization .

» 0.-F 3

. and convened a comaittec on organization of his own which, being unable

.
Py
_y

to reach any. agreement, was follow.d in rapid succession by two more

»

boards convened for the same purpose.

3L

ﬁn conbined counsel of these boards induced Secratary Meyer to

.« ow-
xog T

conclude that, without in any vay disturbing the system of Buresus, he

fomlt

required the services of four Naval Aides -- senior officers to advise

him personally on matters concerning operations, personnel, material, and

inspection, He desired these 5fficers to scrve him as advisers awd not

48 an executive staff. Accordingly, he preceded the designation of these

.

Naval Aides by seeking the opinior of the Attorney General on the legal

scope of the authority which might be assigned them. The Attorney General

., .

~

said thats

“It is unquostionable that Congress has intended that the admin.
{stration of affairs in the Navy should be through the bureaus
created by the statutes ,., (Further) The work of the Navy
Department may be grouped undor gencral divieions, cach of which
may include different Bureaus; and in each division the Secre-
tary of the Navy may detail an officer of the Navy as an 'aide’
to advise the Secrotary on all mattars pertaining to the duties
of the diviston and to transmit ordurs of the Secretary to the
various chiefs of Burcaus and to other subordinatus of the
depurcment, signing such order 'by direction of the Secrotary of
the Navy!. However, such aides cannot, individually or
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collectively, axercise any supervisory authority over the
chiefe of Buresus, That is the exclusive province of the
Secretary and cannot be delegated by him,.."
Secretary Meyer cppolnr.odl the four Naval Aides to serve as advisors.
'l\nn. the geneval staff idea, given a thorough examination and even for s

bricf time tested, was rejected.
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provided for. It had to do with the readiness of the flyet, its '-‘ulnla..'

4
-

and preparation of plans for its employment in war.

o

i anay et

9y 1912 advances in ordnance and fire tontrol, the emergence of the
subparine as a practical weapon, and most of all, vast improvesents {n
communications had made naval varfare most complex in terms of planning,

training, and execution.

Secretacy Mayer consideved the Naval Aide System satisfactory, but

was unsble to obtain statutory suthorization for it from Congress.

o
.,
e

Josaph Daniels, vhen he became Secretary of the Navy in 1913, did not

. A ke A bl e s e Nt AL A M

o 4

like the system and allowed the Naval Aides for Personnel and Inspections

.
‘ ‘.'_v,'. * ' |
¥ .\,“"
e et

to ba datached without reliefs. MNe retained the Navel Aide for Operstions,
RADM Bradley A Fiske, on the gdvice of Adniral Dewey, the Chairman of the
General Board. Fiske subsequently made an c“ort. to obtain statutory

suthorizacion for his office. Oon.u-mﬁ Riclmond P, Nobson, hiaself a

x4

former officer in the Construction Corps of the Navy and & here of the

Spanish-American War, at the request of Fiske, and with the unanimous

approval of the House Naval Affairs Committee, incorporated the following

-

provision in the Naval Appropriation Bill, pending in March 1913: *

‘,
‘
i

there shiall bo a Chief of Naval Opurations (CNO) who shall be an officcr

-

on the uctive list of the Navy not below the grade of a Rear Adwmiral,

& cand

appointed for a term of four years by the President by and with the advice

of the Senate, wvho under the Secretary of the Navy shall be responsible

|

P o R S

for the readinces of the Navy for war and e charged with ftes geners!

=

direction.® The provision was, however, promptly stricken from the bill in

=
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the Mousa on a point of order, bt in altered form, Mobeon waneuvered R
the rider back into the bill im tie Sqnate. It fimally passed both " - ‘
houses of Congress on 3 March 1913, ' o

i ‘ .
- ok The rider originally prepared by Hobson and Fiske was highly 3
. :“ unpalatable to Secretary of the Navy Daniels because, in his opinica, \’
3 ‘ -‘9
it placed too much power in the hands of the proposed Chief of Naval e
=« : N
; Operations. As modified to meet the objections of the Secretary and b
; passed, tha bdi)]l read: ‘.
& “There rhall be a Chief of Naval Operations who ghall be ‘
an officer on the active list of the Mavy eppointed by the .
- Preaident, ... from among the officers of the line of the »
- Navy, mot below the grade of Captain for a period of four et
years, who shall under the direction of the Secretary of "
- the Navy ba charged vith the operations of the fleet, and -
L with the prepuration and readiness of plansg for its use N
- in var ..." L
0:\.
e To ba charged merely "with the operations of the Fleat, and with A
the preparation and veadiness of plans for its use in war" was obvicusly .
-
gs 8 far cvy from Hobson's and Fiske's original proposal that the CNO
- should be "responsible for the readiness of th. Navy for war and be
§ :
So charged with its general dirvection,” Many offi. ‘sls felt that the new
'ﬁ office lacked sufficient authority to make it ':."hcuvc. and particularly
daplored the fact that the CNO had been given t \ direct authority over
ﬂ the Bureaus. :
Yowever, in August of 1916, Congreas authorized the renk ang title
ﬁ of "Admival® for the CNO, and greaatly strengthened his asuthurity by
n providing that: *"All orders issued by the Chicf of Naval Operations in
performing the duties assigned him shall be performcd under the authority
3 of the Sacretary of the Navy, and his orders shall be considered as
-
emanating from the Secretary and shall have full force and effect us such,”
L 4
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The success of the nev erganiastion vaa of neeeseity largely hMt -

L - -

wpon the attitude of the Yeevetary of the quy toward it. Seeing that
eivilian control had not heen fmpatired, Sesretary Danfel's early hoatility

te the office scon changed to one of wvarm ambi«uat. In his annual

e T T T T T W A YT T ST S Y o T T T TR TR T T TR e YO
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d
E
3
.

e

report of 1916, he stated that the new orgmtntiun g ve the dapartmant
",.. in connectfon with the Burcau chiefs M-;d by the President, what
maval experts at home and abroad have declared to be the best naval
organization that human wisdom has devised. While ?(vtltan controi

TR "

essential in a Republic, has been preservea, rasponsibility has beea

it B o aan e -

3 . placed upon the Chief of Mavai Operations and the chiafs of che Bursaus.”

-.:?:J‘E:J‘E ;! DM-Q D .

g. Z Colossal var had raged in Europe since August 1914. The likelihood . ; %
i of our being drawn in grew progressively grester and more spparent. ' U{ %
] j Fresident Wilson's pacifistic tondencies were being rapidly tran~formed : 4

ad his Sacrutacy of the Navy ardently followad his lead. Many members i

4
-
L

‘of Congress and other officials did likewise. In 1916 there came a huge

; naval building program adopted by Congruss under Presidential rponsorship.

gy b

Men whe were to be responsible for cur conduct of the war were beginning

PRy

to be regarced with great vespect and favor, 411 of this substantially

helped the 1ew office of the CNO te get away to a good start, It tended

—e—a

to soften Lle attitude of Secretary Daniels and the Buresu chiofs toward

the CNO, aud intensified their readiness to cooperate with him., Admiral

V.8. Yonaor was appointed the first Chief of Naval Operations on May 11,

1913, le tcok cver the duties that were boing performed by Adwiral

Fieke as the Afido for Operations,

-
e —— e . o+ i s

o

Thus, for the fizst timse at the outbresk of any war involving the

Unfited st.tn,' there existed within the Navy Department in 1917 an office

——— -

spuctifically charged with the general planning for, and to some extent,
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the Naval um‘uc: of war. Having great confidence in Adairel loaoﬁn.
and perhaps chastened b, the grave responsibilities and technical lﬁnc“ ‘
of the war, Secretary Daniels left naval operation: uring World War I
almost wholly toV the C0. The soundness of this princtplo var well . Q
proven during the course of the ver. The mere fact of there being & - o ‘E{
cantral coordinating agency encouraged the Bureaus ani Otficas to use ft. o ‘*
Eagerneas o assure success in the war was a strong infiuence toward _ ) ,\‘-
cheerful cooperation of all hands with the ONO. »
Due to the eatablishment of the Chief of Naval Operations, tho | ' “
poverful position of the Bureau of Navigetion ul-subsuntuliy :;‘:’\ .
deminishad as were the strategic planning tunctions of the Ceneral ' | )-,‘
Board of the llivy. w‘\"
.\_
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The bilinear system hed rome of age, and for the cnsuing <0 mro":‘" N,
there vere no major changes ta the Daputmt"l organisation, other ‘k\h*‘:‘
than the écntultntlw. tn 1921, of all aevonsutical m.''*ts (n the : tf.
Bureau of Aeromautics, followed 3 vagrs later by the authorisation ol ;
an Assistant Sacretary of the Navy for Aeromautics, “_“\’

The Navy's i{nterest im aviation goes back to Pivofessor Samuel :".:
Langley's "Asrodrome™ on which he was working at the turn of the century. ;S
In 1898 the Navy Department assigred two officers as members of a "-T.“l"‘f
“Joint Army-Navy Board to examine the Langley Flying Machine." The o
Pasrd expressed the c;plntoh that luéh uchlﬁu could be devaloped for . 1'-(
use in warfare. | s

In Septenber 1910, Captain Washingtom lrving Chambers, USN, as an
assistant t. the Afda for Material, and later as an assistant to the
Chief of the Bureau of Navigation, was cdetailed to take charge of v‘

aviation eorvespondence for the Secretary of the Navy. He subsequently
bacame the Secrotery's principal adviser on mutters of naval aviation,
In addition to his own views he synthesised for the Secretary the
vpinions on aviation of the General Board, the Bureau chiefs, and of
other high ranking officets 1in tho Navy Department and in the fleet,

as wall as the views of aviation enthuatiasts among the young officers,
He became the point of contact in the Mavy Department for civiltans
interested in aviation end for tha early airplane inventors and butlders.
Captain Mark L, Bristol, USN, later Admiral, one of the outatanding
naval officere of his time, who relieved Captain Chambers in Lecembor

1913, was the first individual given the title of Director of Naval

113
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Aviation. Thesu two officers were largely rasponsible fer !omhtfn.
for the Sacritary of the Nav) the policies that weve followed during
the infancy of Naval Aviation from about 1910 to 1913, After that,
the nevly astablished Chief of Naval Operstions lnéuo the Secretary's
principal advizer in such mattere. <o
The policy of using tw oxl‘fﬁng Bureau system for handling the
varfous aspacts of seronautical engineering, aircraft procurcsent,
the t-aining of aviators and, until the establishwment of the CNO. the
oparational aspects of naval aviation was adoptad early.
Parhaps the greatest contribution ‘made by the Navy Department to
the prugress of aviation during its carly years was in the education

and training of seronsutical engineers; a contribution vhich mede it

' possible for the huraau of Acronautics, whun {t was established in

1621. to take on all of the furctiuns of a technical burcau withowut a
langthy interregnum for training its personnel,

With the mtbraak ¢f World War 1 in Furope in the summer of 1914,
the interest {n aeronautics and aviution became universul., In Jamary
1914, actuully before th: war started, the Navy Departwent opened up
tha abandomid Navy Yard, Pensacola, Florida, as a flying sclicol and ae
& research a'nd testing station,

Tn the u'.;mn. of 1916 Congress voted $3,500,000 for Navel Aviation,
and authoriszed Naval Rysevve aviation personnel. To accelerate
projuctton, overheul and experimental work, the Naval Aircraft Factory
was establishad at the Philadelphia Navy Yard in Aprit 1917, -

The Navy went to war in April 1917 with &8 pilots, 239 men with

aviation trafning, eand 34 planes. Over a reriod of 19 wonthe until
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the Aruistice {n Novewber 1918, naval aviation omrlcmﬂﬁ alesst

O
o unbolievable growth to 42,031 officers and men and 2,127 airplanes. |

{‘: " 1 furore the Navy had 1,147 aviation offfces, fl,.‘N enlisted aviation }
,  : | personmnl, 400 planes, 30 kitu belloons and Lhree alrigit les. ‘ ~‘:
i:‘ _ with the end of Vorld Va T hesti!ities, ‘warked differences of il
‘ { . opintor. appeared in the e@ﬁ b.ums‘.o\( the ‘lllvy a8 ta the place of {
4 ;" . | T Naval Aviacion in the admintistration of ‘the Navy Department and as an ‘-
[ z ‘ elesart of the cosbatant forces of the Navy. Opinions ranged all the .
‘ ‘ : way from those who sav in Maval Avistion the future of sea powmr and ‘ - "
J g balieved that it should Ls so recogniszed in importance and in the ';'-.
: ‘ ) _ expandityre of funds, to those who saw in the atrplane only another .
' r ‘ naval weapon and that administratively it did not require a special ‘ ,‘:"'

place tn the organigzation of the Navy Despartment. Follwing the

e

latter line of thinking, the Division of Naval Aviation {n the office

Py

of the CNO (OPNAV) was in August 1919 downgraded to a Section in t&
Ptans Division, with many of its former duties distributed to other
parts of OPMAV and to the Board of Inspection and Survey. However, shortly )

thereafter a threat from the outside caused the hierarchy of the Navy

Department to reconsider the entire question. Gemeval William

i
-~

Mitchell, Assistant Chief of the Arn  Alr Service, started his campaign

for a separate and independent Air Porce.

-

g P T G ey . WP e N o

e - e me———

General Mitchell made Nave) Aviation his particular target. Fear
that a scparate Air Force would deprive the Navy of control over ’ .
Naval Aviation caused the upper echelonsa in the Navy Department to {

bury their differences in satters of administration and to get behind

: the proposition that a separate Buresu of Acronsutice was in fact needed.
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® 1 lureau of Aeronsutics was estabiished by law on Jeuly 12,

G al

1921. Gonaral Order No. 63 of August 10, 1921, defined the duties

of the Bureau As comprising “all that relates to designing, building,

w,w

titting out, and repatring Naval and Marine Corps afrcraft” and further

i

"to furnich tte information covering all aeronautic planning, operations

and administration that may be called for by the Chief of Navel

=4
.- .____;’ - ."M-J&;J .

N e g ey opm gy e
.

Operations.” The duties and cognizance of the other Buresus and of

.

Rigk AT s Tho S
I}

the Marine Corps were also speliad out in the General Order. The

activities fn the other Bureaus dealing with asroneutics, 'to..tl'nr «

_...r
-

oo Pmorg

e A2

with appropriate resources, ware transferred to the nev Bureau.

Although the law establishing the Buresu gave the Secretary of

kil o 8 i ot il 1ot skl _Th s

the Navy unlimited authority as to the matters with which the Buresu ‘

N v ewm e
By >

P
Py

could be chargeC, and General Ordar No. 63 implementing the law was .

the result of months, even years, of study, it s not surprising that

T SRR T

time and further experience were ncrassary to iron out the wany

LA Z W N
il -

problems that were to confront the new Bureau. The acope of its .

) ¥ £ 7 gt
(RN Ll T i

activities was much greater than that of sny other Buresu, as it

covered material, perronnel, aviation shore establishments, and many

B ]

phases of aviation operations. Boards ware appointed from time to

time during the next five years to udvise the Secretary of the Navy ' r

2=

=

and the President uva aviation matters. ]

~

One of the wost important was the Board appointed by President

Cuolidge, with Dwight W. Morrow as {.s Chairman. The Board mede its ‘

report under date of November 30, 1923, Its report was a monumental '

b ak->Sht i actd i int RS S XA A8
rs3 23

survey of the history of aviation and of its current allments. The

c=
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: Board tuck a firm stand against the edtablishment of & separate atir .
~ terce, and against any merger of the Army and Mavy sir forces, or of n .
‘ the consolidation of military and civilian aviation. The Board had ;li j

? iny recommandations, among thew ona concerned the agppointment of an ﬂ j

‘ Ass{stant Socretary of the Navy for Air. Favorable action was taken U’;
3 on practically all of the recommendations of the Morrow Bcard except l : ;
E that naval aviators were still not given the voice in high level U(‘ ;
E ": planning and policy-making that they conaidered their due. This question l{f !
\ } ; was not settled to the satisfaction of the aviators until tha estab- U(“ !
X lishaent of the Deputy Chief of Naval Operations for Alr in 1943, H‘:’\ 1
' The "Assistant Secretary of the MNavy for A" vas authorized by . !;:. J
.l . Congress on 24 June 1926. | . ’ :'2”' ,
. ' ;.', %
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Commander-in-Chief, United States Pleet (1341-1947)

b G 2 Tl

On 7 December 1941 command of the United States Fleet was vested in = - e

fﬁ;e Comianders-in-Chief, one commanding the Aclulé Fleet, one thc'
Pacific Fleet, and one the Atlantic Fleet. This organization had been
placed in effect on 1 February 1941, Provision was made whereby one of
these three officers acted as Commander-in-Chicf, U.S. Fleet (COMINCH)
and in cn; two or more fleets operated together the Gommander-in-Chief,
U.S. Fleet would exercise overall ccmmand and would coordinate their
activities. On 7 Decewber 1941, Admiral H.E. Kimmel, Commander-in-Chief,
Pacific Fleet, was clso designated Commander-in-Chief, U.S. Fleet.

Among the many administrative measures taken by Presifient Roosevelt

in the early days of the war, few contributed non to the effectiveness

. and efficiency cf operations of the United States Navy than the issuing

on 18 December 1941 of Executive Order 8984, "Prescribing the duties of
the Comnéero in-Chief of ‘he United States Fleet, and the Cooperative
dutie; of the Chief of Naval dperations." The order provided that the
Commander- tul.-Chief of the United States Fleet "“shall have supreme command
of the cpera’ing forces comprising the several fleels of the United States
Navy, and the operating forces of the naval coastal frontier commands, and’
shall ba directly respcnsible under the general direction of the Secretary
of the Navy to the President of the United States therefor." It provided
also that “the principal office of the Commander-in-Chief shall be in the
Navy Departmant" and that “the Commandur-in-Chief shell keep the Chief of
Naval Operations informed of the logistic and other neueds of t'ie opuratirg
forces, and in turn the Chief of Naval Operations shall %cep rtho Commander-

in-thief informed as to the rxtent to which the various needs can be met.
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Subjert to the foregoing the duties and responsibilities of the Chief

of Raval Operations under the Secretary of the Mavy will remain unchanged.

ik Bt e e it

The Chief of Naval Operstions shall continue Lo be respansible for the

preparacion of war plans from the long range point of view."

PR, Sol o DS

On 20 December 1941 the Ptesident designated Admiral Ernest J, King,

C.S.N. as Commander-in-Chief, United States Fleet. Admiral King assumed
his new dutfes on 30 Decembar 1941,
It vas implicit in Executive Ordar No. 8984 that certain functions

of the Office of thu Chief of Naval Operations would have to be trsns-

et o W s DO o I B

T

ferred to headquartars COMINCH. On 30 December, Admiral King, in & ) ‘

3
-3

Py, *

mamorandum to Admiral Stark, the Chiaf of Naval Operations, announcing

I

his assumption of the duties of Commander-in-Chief, Uniied States Fleet,

Gro - 4

e
- ‘.
P TCR LS S

stated “During 'thc period of transition essential for the organization of

ey office, it i3 rvequested that 1 may carry on the duties thereof

through the appropriate sgencfies of the Office of the Chief of Naval

t‘l.
e K

obcutlom." A memorandum of the same date from Admiral Stark to the

Divisions and Sections of the Office of the Chief of Naval Operations,

-
=
7

stated "The details of the veorganization of the Office of the Commander-

in-Chief, Untited Statcs Flaet and the Chicf of Maval Oporations to effect-

rmony
§ e

uate this order (Executive Order 8984) ave still {n process of ‘being finally

1
- .

worked oiit, Pendiig final decision regarding the detaiis, Divisions will

continue to function as heratofore, gererally preparing correspondence,

pumy
b |

dispatches, etc, for signature or releasc of the Chiiof of Naval Operations

or the Commander-in-Chief, U.8. Yicet as appaars appropriate under Exacue

=

tive Ordar 89864, "

-

of duties batween CHO and COMINCH, the Cenaral Board which had drafied

db R
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Executive Ovder 8984 was divected by the Decretary of the Navy to -

PETR R

study the subject further and to submit recosmendations defining the
duties of the two offices. This was done in a semorandum dated l"o!mnry~
"9, 1942, vhizh baceme broadly the basis for the procedures followed by the

b e Ko el

two offices during the wer.

r

By memorandum of 19 February 1942 to the Sacretary of the Navy, ;

Admiral King stated that “*The definition of ducies... as set forth in the i
?;* attached paper (tha General Board report of February 9, 1942) is, froe ‘: :
g ny point of view, uti-fa?tory. Minor difficulties are rapidly disappearing...” 3
5‘, In discussions with the Secretary respecting the comi'gd relations E ;' ‘ ;:
_g between COMINCH and the CNO, Admiral King personally stood out for the : %
? principle that COMINCH should be under CNO. The question recurred from ‘: )
:{‘ time to time, during the sarly months of the war and on one occasion, f i
:“ - vhen at the White House with Secrutary Knox, he spoke to President Moose- A\ ! *
E velt about thc matter, pointing out that he as Commander-in-Chief of the E 5. 
; Fleet, was perfectly villtr‘ to serve under the CNO, and in fact thought }‘ : ;
t that to be the logical arrangement, but that in any case the command _
:" relationship should be settliad one way or the other, . ;
?“‘ The result was the issuance of Executive Order 9096, dated March - :
§ 12, !94-; providing that Wthe dutics of Commandar-in-Chisf, U.S. Misst, _ ‘ ‘ !,
g .pd the duties of the Chief of Naval Operations mey be combined and ‘ !
; devolve upon oue officer who thall have the title “Commarder-in-Chief, U.S. , !
;r Fleet, and Chief of Naval Operations," and “who shall be principal Neval :
':‘:1: Adviser to the President on the conduct of tha war 'and the principal Naval “
7 Adviser and Executivas to the Secretary of the Navy on the conduct of the l .
; Naval Establishment." ‘
The duties and responsibilities, respectively, of the Comnander-in- -
j Chief, United States Fleet, und of the Chief of Naval Opcrations, in this ) 3
L i
= 120
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on‘btu:tu. vers lutoﬁ tn the following terms im tho Executive Order: “
“As cou-lndnr in Chiet, Unttod Scates Pleet, the officer holdln. the ea-btaa‘
offices as herein provided shall be ch.rgod. under the direction of the
Sccretary of the Navy, with the preparation, readiness, and legiatie
support of the oferating forces comprising tho several fleets, seagoing
forces and sea frontier forces of the United States Navy, and with the
coordination and divrection of effort to this end of the Buresus and Offices
of the Navy Department except such Offices (other than Buresus) as thw
Secretary of the Navy may specifically exempt. Duties as Chief of Naval
Operations shall be contributory to :hs discharge of the paramount duties
of Commandecr in Chief, Pnltod States Plest.”

On 14 Avgust 1943 Japan accepted the surrender terns agresd upon
by the Allied nations at the Potsdam Confarence, and, on 15 Augsst, Admiral
Nismite ordered tlﬁ Pacific Flaat to cease offcnq.tvo operations agsinst the
Japaness. ‘Thc-ud-intotratlon of tha Navy Department now ontcrgd 4 new .
ﬁiﬂlo;tn which demobilization, gnd shrinking the entire Naval Establishment
to peace time ncnd;. became its principal tasks.

When Admiral King was appcinted COMINCH, ‘c felt and expressed tho
view that the Chief of Naval Operations should be the top man in the Navy.
After the ﬁar. he began taking steps to put that view in practice by
planning to teturn to CNO the functions taken over from his immediate office,
and to discontinue othurs no longer necessary for peacetime administration,
He proposed an orgenization for the Office of the CNO conllltgng of the
Chief of Maval Operations, islistoa hy a Vice Chief, five Deputy Chiefs
for (Operations), (Personnel), (Administration), (Logistics), -and tAir),

and an Inspector General.
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_After some discussion, Secretary of the Nevy Forrestal end Adairsl Ilﬁ'

went to the White Nouse together cn& on September 29, 1943 hed Preafdent
Truman sigu Executive Order No. 9633, entitled “Orgarisstion of the Navy '

Dapartment and the Naval Establishment.” This Order revoked tha orders

establishing the headquarters of the Commander in Chief, U.i. Fleet, in the

Navy Department and outlined the principal duties of the Chief of Nawal
vperations,

The purpnse of Executive Order No, 9653 vas stated in its ficst
paragraph as follove: “In order to provida for a mere affective
integration of its sctivities, the Navy Department shall hereafter be -
or.mu.cd to take cognizance of tha major groupings of: silitary utton.;

general and adninistrative matters; and business and related industrial :

aatters.”

A NMavy Departmeant directive put Exscutive Ocrde. No. 9633 into effect
as of 10 October 1943,

Other important organiaational changes duving this period included

designation of an Undar Secretary of the Navy and an Administrative Assistant

to the Sacretary of the Navy; redesignation of an Assistant Secretary for -

Adr; 2nd getabiiaslewnt of the Buresu of Shipe.
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Bationsl Seewrtcy Acc of 1847 (1947-3030)

Prior to 1¥47, the ailitary affairs of cur country were menaged

&2

through twn Ewecutive Dapartmamts -- the hpr&nt of Var and the
Department of the Navy. Nur varicue reasens growing out ef World ’
Var 11 {t was felt in 1947 that we had to take a gocd look at our
defenss posture and at ocur Dcfense organimation. On this thers was
virtually unanimous agreemeat, } .

Thare were two schools of thought however, shout what emactly

should be done. There was the school reflecting the general thinking
of the War Department -- Henry $timsem's point of view and Robert
Patterson's -- that we should have a single wnified Department. Om
the other hand, the g_ﬂnul views of the Navy, although again not uneni-
mous, represented by Jumes Forrestal, were opposed to mtl!utlc‘a.
The Mavy position called for iwposing & new unuo.int layer om top
of the existing structvre. They wanted that layer, however, to be
strictly a coordinating body. 1In this conflict between, dasically,
an Arw; vicw and a Navy view, the Congross support-d the Navy.

With the National Security Act of 1947, Congress established three
Executive Departments -- an Army, a Navy, and an Alr Force. [he
Secretaries in charge of these Depar.acats werea myabers of the Cadinet,
as well as members of the National Security Council. fo Department of
Defense as we ?nov it today was nnbl“lid. Instead, these three
Zxecutive Departments were formed into an c-brphouc body known as
the National ttlicary Establishment. At ite head was an official
called the Sacretary c! Dafense, but e was nut Lhe Sacretary of
Dufcnse we know today. He was to exercise only gererel suthority,

direction, and control, The statute stated that all powers not
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lp«inully .twa to tho munry of Du«n - mmnd u th g:’g % s
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Secretaries of the Arwy, Invy. and Atr hru. o ‘--;_';..:-'\ o e "\5“ '
At the neme time, Cm.nu gave staturoty recoguition teo :h _
Joint Chiefe of $vaff, a body - *ctlis*od in WII, and pm_llp‘ a : K
| Joiat Scaff to arsint thes. Ths Joinc Chiefs vou» te ‘.. hho;priﬁ(,-;ol'-‘- “é '
ailttary advigors te the President, the Secretery ot Oufense, M‘tN . '.j’"‘:" ‘
National Security Counetl. ' ‘ ' V :}
Mr. Forrestal, Mln; wea hin polnt as Secratary of the Ravy, .}
becany the first !ocroury of htnn unde. the utnnmn: whtch he o ..»:;: .
had 8o uuccon!nlly proposed. A T o e :‘: :
¥e worked valiantly wich this organ.zation ctructurc"tor ju-i: E :f
two years bafore deciding thet 1t d‘tdn'.l work .- and couldn't work, ' ‘:
Ne vecommended to President Truman, thal the Defense establishwent be : .g'z l
organised -lon.‘tr.: lines which he had initislly upposed. This led '.‘\'::;' f
to the 1949 Amendments, vhich provided for a single Executive Depart- |
ment headed by the Secretary of Defense, who became the primcipal ’:.‘
assistant to the President for all matters velating to Deferse. The " "
“Secretaries of the Amy, Navy, and Air Force lost their Cabinet
status, and their organizations bacame military vepartments withim ‘ ‘

the single Defense Depar*ment, The Office of the Chatrman of tbg
Joint Chiefs of Staff (OJLu) was also established at this time. l_

In 1933, President E{senhower said that his concept of the Depart-
mant of Defense vas that there was to be no Department of Defense

!

function {ndependent of the Sscretary of Defense, and that he regarded
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the Secrataries of the wilitary deparcments as eperatiomal i--.-n- '
!or the Secretary of Ihhnu. . ) ) - _, ’_ - U
The last major Dofonu Ic.u!ulan. the Itov'nlnun Ast of
& 1938, increased the reaponsibility of the Secretary of Defense for U
:F allitary oparations and gave him nuw tools te sssist hia {mn eerrying U
: out his namsuuttlu. That cnrut; mcl!lully stetes that all
) § . forces committed to unified and specified commsnds are tnpnun. U
! % te the Sscretary of Defense and the President of the United States, - s
' Q‘ The Secretsry of Dafense, with the spprovel of the President, idded (¥
; the Joint Chiafs of Staff to the operational chain botweea the U&
‘. ' Racratary and the unified and specified e-u.ndn. The nev tools given L‘,;
) . *. were the pover to consolidate, transfer, reassign, or abolish functions U\';'
) z ‘ involving ::e-onl setvices or supplies, eves :w established by .;
% i statute. . U fz
% !\ The act of 1938 had a significant impact on the authority of tue U?
3 : ' s
; : Secret..ies of the military depariments. The rvole of the Becretary ’..‘
r- : Y
L | of the Mavy snd ths Dspaisewns of the Havy changed from that of {}-\ 4
g pr i g strategic direction to the naval cosbatent forces of the . :'
:;~ ’ natioc  ~ that of providing an organised, trained, equipped, and u;: ",
. i l ready naval force to the unified and specified Commanders operating ’ £ "'
;{ i under the © cretary of Defense's direction. The Secretary of Defense LJ". :
_i '. end the Joint Chiafs now provide the strategy: the unified and speci- ‘;‘ :
Z i f1cd Cuommc..i-rs decide and apply the tactics; and the military depart- . '.
5: ; ments produce the trained and equipped forces. 1;' :
i b, :
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On at least two occastons in the 19308, the Navy scrutinized its

organizational makeup becausc of compllicuticns engendered by nev weapuna AR

techrology. The entire fabrie of Navy organizstion was first exsained
between Octeber 1933 and April 1934 by the Committee on Organisation of

. 4 2i,
é..'«.."..'p-d" 7, Mk

the Dapartment of the Mavy, chaired by Thomas GCatss, Apart frem &
recommendation that resulted ia adding two wore Assistant Secretaries Te
to the Office of the Secratary of the Navy te disctribute the functions ;
of that offies more evenly, the Committee found that the existing Mavy i l;"
organization was besically sound. . ~‘A
The Department of Defense Reorganization Act of 1938 instigated .:
4 move within the Navy Department to'mtq re-evaluate its organisativnal o :’:"'
structure, this time to deternine if changes were nacessery or desirable "'
in the light of the new orientation within the DOD. In August 1938, P ..
- the thea Under Secretary of the Mavy, William B. Franke, and & select "':
committes began a comprshensive study of the department and fssued a .
report in January 1959, The Franke report raviewed the history of the “
Navy, sade disparaging remarks about the Cenersl Staff eoncept of ’
organization, and concluded that the then c\n-u.nt bilinear structure
{CNO and Burvasus) provided a scund structure for operating the Dtp.rtunt; L i r
The 1eport atrongly endorsed the Burcau systum, but recommanded that the : J
lufnu of Asronsutics and the Bureau of Oudnance be consolidated tntio s
single Bureau of Naval Weapons in order to effect an improvemsnt in S
weapons system management and developwment, This consolidation was ’

accomplished in 1959, One mejor organizational change was madc in the

Department prior to ths Reorganiszation of 1966, Ir 1962, & committee,

126

i ik e i

ol e i i

s g et g il




i e A P eh e s G ATEmAIRS  WAALLoe. sgneTe B o) S s

Coy “woor N PN RERE

Weaded by John M. BDiilon, Adainistrative Assistant te the l_oerqtpt

nxanined the departasnt in great Jcpth -and fesued a voluminocus report .

v

eontaining over 100 recommendations Sx the {mprovement of the depertment’s - 1

ke a8 WP - -

sanagesent processes and structure. The most noteworthy recomsendation

from an overall organizations) etandpoint was that advocating the

o o

establishmont of a itn.h producer wxscutive in the Navy:

“A Singlc Producer Executive is required in the FPavy, an executive
who will serve the Secretary, the Chief of Naval Operacions, and the
Commandant of the Marine Corpe as the vofce of the resources intercst and
ba responsible for the effective management of the Navy's resources
capabilities. The Secretary will be free from the burden of resolving
3 : many of the differences batween the material bursaus and can devote his
; ' time to more constructiva efforts. The Chief of Naval Operations will
"acquire a strong right hand, a single rasponaible and responsive expert.,.”

]
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The report recommended that this new Producer Executive should control,

s o o il e o
Lo a2 Mt k7 M2 .
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L
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. : coordinate and command the Chiefs of the Bureaus of Naval VWeapons, Ships,

S,

Supplies and Accounts, Yards and Docks, and absord the Special Projects

Otfice (Polaris). 1In 1963, the material Bureaus and the Special frojects

T 4

NN

Office were placed under the command of a separate \unctionsl executive

R e N e S I AT T e S et e * e et | S e ey Pt
T & ]

&y

(4.

of the departmont, the Chief of Naval Material L(CHNAVMAT) who was directed

! -
‘n 4
E to raport to the Secretary. D = 1
. |
E' The 1963 veorganization was intended primarily to strengthen the Lf =z ’
. N '. .E.l
' Secretary's management of the four material burvaus dy placing them under ) j
¥ the command of a full-Lime specialist in mitorial matters. whose Office f : ‘..‘. li
Ej of Naval Material (ONM) would act as their central coordiﬁun.\g office, . ' g
. ."". » k
Thus, for the firvet time since the sstablishment of the Burcaus, it was i *
officlally recognised in the Depariment Lhat sosc type of a profussional N
\
vperating executive was requircd not only to coordinate the Burcaus, ’
but to command them as vell. HIN .
;
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direstion f£ive senior military executives of tha departmant: the OO,

.
b’

Buring the period 1963-1966, the Seerstary had under hir fmeediate

the Cosmandant of the Marine Corpa, the Chief of Naval ylntortnl. the Chief

of Medicine and Surgery, and the Chief of Naval Personnel.

While the 1963 reorganization ndu‘cod the Secretary's required span
of lupcrvhlda. it also diluted tha ranueus control that the CNO previously
had over the production and procuring divisions of the Department. This
reorganizacion also had other disquieting effacts that led to imbalances
in the Department's organizational structure. The status of the six
Butreaus changed redically. All the material Bureaus dropped from a second
t6 a tl;;rd echelon status. Tha service Bureaus (BUMED and BUPERS) became

the scnior Buresus, stil! {n direct contact with the Secratary of the

‘Navy and responsive to tha CRO. The chiefs of these two Bureaus held the

rank of Vice Adimfral while the chiefs of the Bureaus of Naval Weapors,
Ships, Yards and Docks, and Supply and Accounts remained Rear Admirals.
This point of difference in achelcn and rank was duly noted in the
Department 's organizational charts., Another effect of the rcc;rgnututlon
wvas the new stature and position of tha Chief of .Ilavsl Material. While
directly responsive to the requirements of the CNO, he was directly

under, and thue had direct liaigor with, the Sacretary, and he was sunior

in cosition to the chiefs of all the Bureaus, including BUELRS and BUMED,

This placed the Chief of uvql‘mtwul almost, but not quite, bn the
same horizontal organizationsl itne a¢ the CNO vis-a-vie the Secretary.
These relative positions in the hiararchy were also duly noted on the

department ‘s organixzation charts,
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The present organisation of the Departmeat of the Mavy, effected |
on | May 1966, was afurther refinement of the 1963 reorganimatiom. It
was the result of # yesr-long study directed Sy Lhe 3ecretary of the

P!

.

Mavy, Paul N. Nitme, and conducted by the Chief of ﬁvnl Material in

Hon, John W, McCnrmack,
Spaaker of the House of Representatives

- . D
‘ consultation with ghe Chief of Naval Operetions and the Commandant of Q‘.;
} X the Marine Corps. In concept, the 1966 redrganisation represented the Uf 3
E : ®ost revolutionary change t. the organizational structure of the X ?
! : Departmentof the Navy since establishment of the Buresus in 1042, U ‘,;"
R »
z ; The following communications nf the President and the Secretary ﬂr‘
. Ny

of Defense succinctly set forth tha background and objectives of this 0

* 'f reorganization. ‘ D ;,-é
¢ f o
£ U Y
F LETTERS OF TRANSMITTAL : b,
1 ' hmr———— v
3 S
! o . : The White Nouse U N
f N Washington, March 10, 1966 . :

Washington, D.C.

Dear Mr. Spesker: I have approved a plan for the reorganization of
the Deparcment of the Navy,

1 am encloaing for transmission to the chairman of che Armed Services
, Committeo a communicatfion from the Secretary of Defense reporting,

! pursuant to section 125, title 10, United States Code, the action to

: be takun :ith reference to this reorganisation.

I3

(-3
od
-
Y- RRLT TN WY

o
s

i

: Sincerely, o BRI o l‘\:
; ) Lyndon B. Johnson
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The Secretary of Defense
Vashington, March 9, 1964

Hon. L. Mendel Rivers,
Chajrman, Committee ou Armed Sevrvices
House of Representatives, Washington, D. C.

S
s

x

Dear Mr. Chairman: The principal function of a military dupartment
within the Depariment of Dcfense is to organine, train, ard aquip
military forces sppropriate to its mission, to provide thesa torces
to unified and specilied commanders, and to support the forces so ut-
signed. The Departmunt of the Navy, like the other military departmunts,
engages in a broad scope of activities In performing this function. e
These sctivities include both the total effort to prepare amilitary K
forces for assigment to unified and specified commanders, snd the i

total effort to develop and provide the manpover and msterial resources
to support wnilitary forces.

R O N L 1t

» -
Al - e Tl . st

In order to enable the Departwent of the Navy more eaffectively to per-
form tho foragoing wissiun, the Secretary of the Navy, on March 29, 1662,
directed a comprehensive review of the effectivences, responriviness and
sconomy of the management processes and structure of the Depactment of -
tha Navy. As a result of that review, which was conducted throughout ©h
most of 1962, the Secretary of the Navy, on July 1, 1963, made & number )
of management and organizational changes in the executive administration . )
of the Department, the wost sigmificant of which was the creation of the
Naval Material Support Establishment (NMSE) under the command of the
Chief of Naval Materisl. The NMSE consists of the Office of Naval Mater- :
1al, the Bureau of Naval Weapons, the Bureau of Ships, the Bureau of : )

Supplies and Accounts, che Bureau of Yards and Docks and associated shore
(fiald) activities,

. Bt gy
>rr UL
ST

framework of the Department of the Navy end did not affect the tredition-
al bilinear organization of the Department of Lhe Navy; nor did it change

the statutory buresus which form the principal operating rtructure of the

The 1963 reorganization was accompliszhed within the existing statutory B !
]
§
)
NMSE .

L R R 2L L

1t is tho bolicf of the Socretary of the Navy, which 1 share, that
tha Devartment of Lhe Navy should be organized {n such a fashion that
tha Navy's senfor wllitary officer, the Chief of Naval Operations,
will have the same broadth of suthority and roaponsiblity for material,
porsonnel, and mudical suppurt funciions as he now has for the opcrat-
ing forcces of the Navy., Additionally, tho Sccrotary of the Navy
belioves that the organizations performing the Nevy's matcrial support
functiona should be sostructured as to subject them to mora effective
Lo command by the Chiet of Naval Matorial under th: Chief of Naval Operations. ,
. The Secretary has recommended to me a reorganisation plan which would

- accomplish these purposes. The structure he has recommcnded would, at
: the same time, prescive the existing relstionship botween the Commandant !
< e of the Marine Curps and Lhu Chief of Naval Maturial. This new structure
includes tha reconstlitutlng of Lhe Naval Material Support Establishment

23 83 bod Wt Py ey o Bed wiv e b

g toe ToacgEe

-3
$-.«3
-~

130

"I BT ErS D wwr e




- -

P L et

. —————

D Bl R TR e i i

D.\ M N
AR .
O A , ‘ R . RO
' . . edy
IR RS VAR IV SN\ IS U S LIA, Wi, W

as the Raval Material Cosmand under the command of the Chief of

Naval Material and the realignwent end sssignment of the work of

the NMSE anvoa ain functional components. To accomplish this result,
however, it s neces.ary to-

(a) abolish the statutory basis fur the Office of Naval Material,
the Bureau of Naval Weapons, the Bureau of Ships, the Buresu
of Supplies and Accounts, and the Bureau of Yerds and Docks,
and the offices of the chiefgand other officials of the office of
Raval Maturial and such bureaus; amd

(b) vest in the Secretary of the Nuvy responsibility for their
duties so that these duties may be reassigned.

Upon the recommendation of the Secretary of the Navy and the
Chief of Naval Opurstions, and with the approval of the President and
in pursuance of the authority vested in me by section 123, title 10,
United States Code, 1 have this date signed a reorganization order
which would accomplish the foregoing. ’

The effect of this reorganization upon the principal components
of the executive part of the Department of the Navy will be s follows:

THE CHIEF OF NAVAL OPERATIONS

The planned reorganization will not take away asy of the present
duties or responsibilities of the Chief of Naval Operations, nor will
it affeact the Office of the Chief of Naval UOperations directly, Under
the reorgenisation, however, the Chief of Naval Operations, in addi-
tion to commanding the operating forces of the Navy, as at present, will
comasnd the Naval Material Command, the Burcau of Naval Personnel
and the Bureau of Medicine and Surgery. He wil) exerciza theaw
laiter responsiblities through the Chief of Naval Msterial, the Chief of
Naval Personnel, and the Chief, Bureau of Madicine and Surgery,
respectively, who will havr specif{c responsibility for coamanding the
Naval Material Command and rheir rospective bureaus and for directing
the efforts of their organizations in mesting the material, peraon-
nel, and medical requirements of the operating forces of the Navy,
The Chief of Naval Operations will exurcine hin gquthority over the
Naval Material Command and the Bureana of ‘Naval Personncl and Medicine
and Surgery in such a manncr as tou continue the present relationship
between the Commandant of the Marine Corps and the Chiufs of these
organizations,

THE COMMANDANT OF THFE MARINE CORPS

The raorgenization will not affect the Commandant of the Marine
Corps, As already stated, the new command relationship of the
Cnict of Naval Material will not disturb CNM's traditfonal relatton-
silp to the Commandant. As at present, the Chief of Naval Material
will be responsive dirvectly Lo the Commandant in meeting those
part{cular material support needs of the United Stales Marine Corps
vhich are required to be provided by the Naval Material Command.
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- fimiir ly, the Chief of Naval Persomel and the Chief, Bureau of

% Medicine and Surgery, will be direct!ly responsive te the Commandant
>y of the Marine Corps in carrying out t¥iir responsivilities for support
5 of the Marine Corps. i :
3 t_ B * l]
" \‘\‘ It is not the intention of this reorganirzation to affect the present K
Marine Corps material support svstem. Racher, it ir cxpected that al N
J"‘ by fmproving the command vclationships and flexibility of the present s :
{ ‘g Naval Material Support Establishment, the respoasiveness of that N 4
: Y veconstituted organization to the smaterfal requirements of the Marine o 3
g : 'E Corps will be enbanced. f: ’
3 2
! { x THE CHLIEF OF NAVAL MATERIAL AND THE NAVAL MATERIAL COMMAND >
i As already stated, ths Secretary of the Navy will implement the A
A s 4 reorganization order by establishing under the Chief of Naval Opera-
2 \ ’ tions a Naval Material Command which will be commanded by the - é
] ' L4 " Chief of Naval Material. _ - .
3 ¢ % . LN
{ R In lieu of the four waterial bureaus which currently comprise the \‘ b
§ i i principal e’emunts of the Naval Material Support Establishment, the 4 l :
4 i ;i Naval Material Command will be divided slong functional linesinto ) vl E
] . ¢ i -3 six subcommands-namely, the Air Systems Command, the Ship e 9
F ; e Systems Command, the Ordnance Systems Command, the Electronie § o0 :
4 : .o Systems Coamand, the Supply Systems Command, and the Facilities S
§ R - Engineering Command, each under a commander.
r . . . .
’ e The foregoing readjustments will permit rcalining and assigning the
: , g work of the Naval Material Command along more logical, functional v
3 : - lines. Contemporancous with this realinement, the Secrctary of the N
' .. Navy will assign to designated senior officiale of the Dupartment the ..
: : present vesponsibilities of the material burcau chiefs as principal TN
' ww advisers for officer corps and officer specialty groups in order to “
; R preserve the traditional prestige of the officers of these groups. They .
' ¢ as include engineering duty officers, acronautical engincering duty .
:. v officera, Supply Corps officers, and Civil Engincering Corps of ficers. : l
# ' - e 7 . o o
' : Y e Further, in order to preserve the perquisites of office formerly - é
. l enjoyed by the chiefs of the material bureaus and to accord appropriate ' ‘
:: T recognition to the Vice Chief of Naval Materiawi, the Secretary of Lhe i o
. - ay Navy. on behalf of the Department of befense, will fortiwith forward i !
T T te the Congress draft legislation which will, {f enacted, entitle the P
K z e officers serving as Vice Chief of Naval Material and commanders of y
: v we the wix funciional commands Lo tLiw rank, pay. aid rtelitement privi- E
- e leges to which bureau chiefs are currently entitled, The draft :
i 3 legislation would alvo authorize for the deputy commanders of the (I
, - compunent commands the same privileges as now exist for the depuly P s
, T e chiefs of bureaus. : : b
- 1 . -s .
: 6 . oo : 4
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_— THE BUREAU OF NAVAL PERSONNEL AND THE BUREAU OF MEDICINE AND SURGERY .

Under the proposed reorganization, the Chiefs of the Bureaus of
Naval Peraonnel and Medicine and Surgery will rstain their separate
identities and present functions. 1Their command relationships,
: . . howaver, will be adjusted to place them under the command of the - -
3 Chief of Naval Operations.

i .
! The changes outlined in the foregoing paragraphs will make possible
! a number of improvements in the msnagement of the Department of

‘ . . the Navy. The vesting in the Chief of Navul Operations of suthority

over and responsibility for the Naval Material Command and the

Bureaus of Naval Personnel and Medicfe and Surgery is a significent

improvement in the coimand and contvol of the Depsrtaent of the
: Navy's performance of its functions. The realinement of the material
' bureaus on a functional basis will permit wmore effective command by
the Chief of Naval Material arnd thus increase the efffciency and
economy of the Navy's material support urganization. The Secretary
of the Navy, the Chief of Naval Operations, and I pelfieve that these
organizational adjustments will provide the Department of the Navy
with the flexibility necessary to enable it tc perform its mission more
effectively.

T D ek R Bt L

' 1 believe that the reorganization should be placed into effect.

' The reorganization will become effective only when the requirements of

section 125, title 10, United States Code, have becen met,
Tespectfully, . -

b

T
4 ey earin g ot  mas ppn cipm + WA B PV ¥

TR T

ROBERT S§. McNAMARA

s ' et

vy o—-— =

Tha Secrecary of the Navy implemented the above reorganization plan
: : on 1 May 1966, On that date, Navy's longestanding bilinear form of
organization became history.
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I.OOA‘I'IND THE l&’CHMISl FOR CHANOE IN m m mwzz -
AN INTERPRETATIVE ESSAY ON AIR FOKCE E[S'IDR!

i
v
1A

"lu.tory is useful only as 1t he?lps us tn' loo% ahdidl. ':‘l'hi'n' 13“- ..
e . . * ) '
the trut!: which underlies all Air Force treadition.® m: viow o

(i
Ly cEAL

¥
|,

tho utility of liistory presumes that the more al«;nificonb oventa in tho
past are thoss most relevant to prasent or futurc prob‘:sms ard that
perception of the significance of sich events within an historical milieu

N . »
. may ‘snable us better to undorstand, control, an! -corder our afiairs. .
é' A similar supposition 1= 1nherent iu the current !.nt.creut of the 1969- o
}\' appos.ntad Blue Ribbon Defense Panel in knowing whist " r.ham.sm for b

Ve

change® haa been operative at significnnt *unctms cf each military

£
MR

service's life. We think t.he quastion important in itself, not because

gl e

we anticipate the present revie’.-r vwill lead direetly to substantial

change in defonse organization; indeed, the whole history of such revievs

: as they have affected the davclopment of the Air Force cenvinces us

: otherwisa. Major change, it seens, results only frum the Aramatic proo. ‘
¥ ~
o of need. R&tl'or, we think the quosl.ion valid becsuse understanding the .
; ~ subject is vlta.l to the survival of nny organisation in a competitiv,. _@
e :
;‘: onvironmont and becausu in its pombed. sense ths qnestton tocuaee at..entinn s
oo on essentials-~tho truth vhich undernes a1l Asr Force ‘.radition. . -
A 4
;..-; 2 This, histery 111ust. ahes, haa been 1n ottect a f.ndition or chatnpxoning ]
: Y ¥ James H. Straubel, "Airpower's Pagt i3 Prologae," Air Force and :
H. K Space Diprast, Sept., 965, p 10. : .
- Space Digost A ,
H
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o ve wre to seek only a single mechanism for change operstiwe . 3
v at the tixe of the ono,-ajor reorganisation in the relatively short i 1 %
2 Air Force 1ife to date--the creation of the UMAF in 15L7--the answer 3 {
i ¢ night be rather easily derived from a cursory review of the Air Forcy 2 l
: : . record. On the ather hand, because that particular mechanism appears * |
: not to have been wery influertial since 1947, we think it necessary ! ;
X { to broaden our inguiry 1!{ both focur and scopa. To be sure, the emphaals ’. 3
] } } will be upon identifying and relating the several forces for change ‘ ¢ %
i l o which together constituted a pic~ess of chinge leading to Alr Force ’ : 1 §
‘ ' i indspsndence. Jut this brosdened focus and emphasis doss not reliews . 4*
P © us of the responsibility of at lesst sketching the influence of similer ’g ! ]
\ : forces in the post-unification period, recogniring that their ultimate in- li ! 1

fluence is still uncertain. C “ |

i )

. ; A true oppreciation of the Air Force as an adaptive organization,

g

espacially since 1947, would probably require thae vollection of massive
ampounts of empirical data, imaginative research stuldies, and a high
order of deductivo reasoning leading to a oreative aynthesis which would

at once rewoal the structure, form, process, and function bshind the

{ , wo will nevertheless attempt a crude distillation of Air Force history

as it impacts on the central question. 7Iwo mothodological assumptions

'\

Y

1

a

\ A , : organisation's vitality. Unable ourselves to make ar. elegant synthesis, [
§ underlie our approasin. First, it is agsumod that sn illuminating pattern 3

-
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of the unifying, progress've ourrentc traceatls throughout the course
of Alr Porce history can be achisved as a logloal consequense of the

LI

. sy
e

AT NN R L SRR

¥
1
A
l interdependont influences ¥m categorise for comvenience as scoiety/ é
. . : i "
savironment, doctrine, organisation, technology, sad leadership. These 1 ;
l forces, wa think, serve wariously as "mover” er "imhibitor” ia the N 1
. » ! 3
4 change process. 1 i
A l Secondly, we assume that by pursuing certain premises eomenﬁn‘ r:. i
g .
l» 5 ‘ the establisteent and growth of the Alr Yorce it is possible to - a h
I ) . A A o
‘ Co 1dentify in the abstrect that particular phenceenco--the mechanise for PR
T s : v -t ' . i
r ; # I . cha.ige-~which has driven the developaent and established the lifestyle F‘.‘ \:
‘ ‘ of the 4ir Porce. PMPerhaps, t0o, this approsch may ensble us to discern ¥ H
v n . . -
. P I optimm conditions for dynamic change while nod overlocking the ;3 !
S I persistonce of retarding 1Mo-. . 1,
13 g, . ; .
‘ ; I The Formative Years of Siruggle o ‘:
S It is neither possible nor desirable hers to describe and document ]
¢ r i
- I the myriad of events in the LO-yoar period hoween the formstion i
{ g of the Aeronautical Divialon within the Signal Corp. in 1507 and the :{ t
Loy i oreation of the USAF in 197, The story has been ably told and
’ ¥ g "‘}
' : Y oy documentod in the eesverel USAF Historical Studise which have examined h
’ H G ol d
) i - the samo period, albuit from differing perspectives. The seader who N
E . .
f, 7 ™ has the time to peruse these profesaional studies will not only be ; ‘:
B 4 o- . d; ;
oy :; # Yor an analysis of the influence and interaction of thess forces oy
vl 820 "Al] the Winds of Doctrine”, by Mejor Williem M. Crabbe, Jr., USAP, 4
. Alr Command and Staff College, 30 Apr 6k, r
Yoo I #% See "Selected Bibliography” for a list of those studies underpinning . e
S this interpretation. : ]
e .
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effech, in bLrief, is %0 detail on epochal struggle of the airmen fer _
independence--t0 cénfire the popular notion derived from the NMitchell
legend. This conclusicvn would probably not surprise atudents of

:" organisation thecry. One such atudent has noted that all buresucratie

i . organisttions owe their existence to the efforts of a amall group of
X " : sealots who create an enabling environment in ome of feur weys:
F k i 1) the mﬁn_iuut.m of charisma; 2) the “splitting off" of an established
q 1r ; : ofgsnization; )) entreprencurial development of a mew ides; a:! k) an

ex nihilo creation bty powerful membors of other institutions.

_ The Air Force experience is perhaps disMinguished in that all

. . \ four of the above forces clearly were operative in its genesis. PMut

A another ¥ay by Crave: and Cats, "to understand this special charecter

of the .M.r. Force . . . it should be sufficient here to desoride the

three paramount trends of the period: the effort to establish an

‘ independent air force; the devolopment of a doctrine of strategic bombard.
! ; = i1»%; and the acarch for a heavy bomber by which that dootrine could be

' ' lppuod.'” We need only add the routinisaticn of aviation, along

TERE T T N

SRl

: : with the air power concept, within the society, and the influence of

¢ 5

' ! #  Anthony Downs, Inside Bureaucracy (Boston, Mass., Little, Browm

r; ‘ and Company, 1967).

' #% Wesley F. Craven and James L. Cate, The Army Air Forces in World
{ 'ﬂr n. vl I’ Plao .

b .
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N £ Ahe legislative and executive brdnohes holding divided povers aad

3 e responsibilities for dafense peliay. IS Wiy did §4 take so leng, |

' T " relatiwe 1o other of Ahe wrld's air foress, to create s feverable ? 1

- eaviromwnt in the United States? ‘ !

ﬂ The military institutions of any scciety, Buntington reminds us, doo |

S are basically shaped by a "functional imperative’—thrests to national [ §

E “ . sscurity--and a "sooistal imperetive"--the sccial forces, hl:o!’n. and o 3

SR S | political institutions which are dominant within the scoiety. Simply | i !

( ‘ : R stated, there were no domonstrable threats %o U.S. national security o j

: E ’ throughout most of the period in question, while neither the mational o %

. Paychology nor the entrenched strengths of the military and paval : ‘\ 4

; | departments of the time ware conducive to such changs. In the end, l :

) { sutonomy for the Alr Porce required both gemidespresd recognition of - X | ‘

‘ ‘ the need and a clear capacity of the function to deliver the prumise of i . ;

: t l air p&nr. Meanvhilg, it was probably the resistance of atatus que ' i

’ * thinking which provided the goad and thrust for Alr Force independence. A !

a. ‘ In the gradual and faltering at.ﬁulo for indepsndence i% vas the ' E

‘ ' Y ! "mromise of air power" vhich at once sustained and retarded the effort. \ i

; L ; Clearly, the ideas and beliefs of the airmen generally exceeded the ;

" L I ospability of the airplane. Equally cles™ was the pscing effect of :

; Loy forvard thinking on the dsvelopment of that technology. Rather than cite - l L

‘: I M‘%nf;ﬁi‘m’.‘é,% Es%d;or.nnd the State (Camtridge, Mass., ‘

P : b
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" Ahe infleence of air power in smbigacus Merms, we duld pinpoint theen - U !
elements of the contimucusly evolving comept which impacted on orgeni- . | )
: sationa) issues. In brief, the airmen cane to view the airplace as en - D 1. {
; instrument whish, because of its flexibdility, ublquity of operetions, ’ :
é prastrability and capacity for concentrated employment, cffered a new [] ;{.‘ ! ‘
(o and preferable means to schieve the ultimate military cbjective in U [, |
5 { } var--the dostruotion of the enewy's will to resist. Tte genesis of the ';‘ 3
| ' {’ ' air theorists' maorvcosmic conception appears %o have deen largely a U if | j
| { { resction to the horror of the stalemated trench warfare of the first _ F. i
) : World War, which cast doubt on the utility of the traditianal defeat of { 3'. 3
;; ‘ the enswy forces in .wm. thesis. . [-, {‘ i
‘ { .nm two of the points to be in contention throughout our period of ';’3 ‘
L : " reviev rewlved around the capability of the sircreft and the objective U f 1
! in var., 1o these should be added conflicting interpretations of the \,‘-‘
; ; prinsiples of unity and economy of effort, the airmmen contending that U 4:
: ? sensitive employment of the new instrument required command by knowl- -){
' : ' edgeable officlals with a wested interest in its maximum dewlogment. i D E
; | Holding air power indivisible, the airmen would argue that central com- [_] ’,
j trol of air power resourcos by one authorfity would permit both effastive k'
‘ ' concentration of force and econowmy of offort, These views, of course, | S
} ' threstened both tho G .ii-al Staff's authority and the nascent navel ¥ )i
v air am. Wo should acknovledgo, too, that despite the train of come 3 {‘
' f pronises which led o Alr Porce sutonomy, these basis differences have i )
i not yet been fully resolved. ' :
N :
i 139 ! !
o O
>

i o=

PR—

Y L R R

VI S T w—‘J 2




S B s+ o ot ol SERERELIL S AR i A - it W ik S ARE L iR A i Rl
- yum T g ey e gy G - -
BRI el o 2 0 il o Taruiee it e e Ry i

N A - ' '
LA Rl R : AN Ny ;
A s : A8l AR i
-~

o
14

. Douhet specifically stated that his theories ware directed cb the

b4
¢

Italian doferse prodlom and should not be considered applicadle to all
countries: "To offcr a generel recipe for victory applicable to all

)
nations, wuld ts dounright presumption on my part.* As it turned out,

¢ach of the major povers daveloped an air force based on its own

funotional and societal imporatives, as wall as its own interpretations
of air power. The U.S. was late to capitalize on the revolutionary

r o Vb o0 e

technology it hid pionnered mainly becausc of its geographical isclation,

b

the earlier option for a naval first line of defense, and the genoral

preferurce of the polity for values non-military. And, as we have noted, R

e Bl i sl i 2 it I i e sl e

military conservatism within tho established bureaucracies provided a

T
-~

the rotarding edge, with the Army QGeneral Staff and certain War Depart- y «

! ¥

ment exacutives appearing the chief villains to airmen who, in turn, _ . i

| B
8.
»
.

were thought tendentious and undisciplined.
Having established above the significant eloments of tho environ-

mant, it remalns to trace the countervailing influences vhich pacad tre

-
’ -

P R I

cd

evolution from Asrcnautical Division to Air Scrvice to Air Corps (to GIN
Air Force) to Army Alr Forces %0 United States Air Force. Corwveniently
spaced in time, these incremental changes gonorally followed dramatic
external avents vhich gave impetus to the change process. Facilitating

o o A G - g P e

=

this process was the extensive elucidation of the issues involved in ?

3

giving organisational recognition to the role of aviation as they were

| ¥ Bward N. Earle (Bd), Makers of Modorn Strategs (Princoton, Noew Jersey
- Princeton University Press, T9LT), p 0.
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daveloped in the saries of board, eemnission, nioo-ﬁho m‘n

of tie perfod, as well as in the equrlly edusstive but mostly abortive

bills introduced for legislative ensctmsnt. Theh of the reviews,
howsver, had some organisational consequence, imelnding eritieal
legislitivw funding and force suthorisatiens.

Although the Chief Bxecutives during this pericd germrally
reflsoted and upheld the conservetism of the War Department, the
4wo Roosevelts oxerted positive impact. Theodore Roosewslt, impressed
by the Zuropean on_dormntotth mhéunlcurorm, g@ve
the nod which preceded the creation of the original Aeronmtical
Division within the Signal Corps in 1907. Nore instrumental was
Franklin Roosevelt's blessing of the Om Air Foree and assooiated
reforms folloving the disastrous Army airmail episode in 1934,
and his dramatic bdoost % the faltering airoreit development and
production progrems following the lesson of Minich. RMurther, it
was the progressive leadership of FIR which set the tons in the
General Staff revitalisation of the late 1930's and early 1940's

vhen the old guard gave way to the responsive and liberating leader~
ship of Generel Marshall, leading in tarm %0 the clevation of the
innovative OQeneral Armold and his AAP.

World War I, vhich enadled the early founding of the independent
RAF, had no greas effect on the U.S. development other than the
doctrinal etimulant already mentioned. Public disillusionment
with the %00 little, too late Americen aerial contribution
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nevartiless led to remedial lmnlnuo*n and the removc. of the
Aviation Seotion from the 3igml Corps to confirm the Alr Service

orgenisation in 1920. Between this oxample of the impact of public

opinion and tho next one, which resulted in the organizstion of

e e miad T T e BT

the Army Afr Corps in 1926, there was the pruximste “heroic age of
dootrinal development® wvherein the lossons of ‘the great war were
applicd to future noods # It vas alse the age of

sensitive leadorship undor Genoral Patrick, who discreetly probed
the limits of yurpossful advance.

Not sc discrect, Billy Hitchell, after firat failing to find

P e 7

a solution within tho systom, took it upon himself to break the

e —

deadlock that threatened to end the ago as well as the hope for

S L)

any further degree of indopendance. His campaign t> educata the
public through writings, intervious, specches, public hearings,
and ul simately court-martial, apparvently brought forth only the

- - . -
: —’- o ‘-. . ’('.v_- n ’-""4 -7 § e a.“< 3,
ol S A S B8 L i ] el e .0

nouss that the 1926 aot seemed then to the unitad airmen and their
outside supporters; in retrospect, the carnpaign planted the seeds

ra

developmert--the long-range bomber--othervise incompatible with the
functional and societal iwperatives.

Indsod a pscing influance throughout the four decades, techno-

logical perfection of the instrumont was crucial in the advance from

T
bt v e i e———

Amy Air Corps to the inclusion of a GHQ Air Force. In turn,

SBae P ST TR Lat RS e ol o
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* USAF Historlcnl Study No. 89,
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s T " ‘ vhich were to germinate into public acceptance of & technological
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‘ technological progreas stemmed from the favoratle enviromwnt . ' C ‘

orvated by tha many record-breaking f1ights by military and civilian
airmon, the most spectacwlar buing the Lindbergh triumph. Alwo

Py

Hal

PP O

stimulating to the airoralt industiry wes the eleation of a President

s e o W

4 _ open to new ideas. Of couraso, the traditional eoncern for military

L g ctwe . = =
v o b, e

i‘“ \ wonony militated against the production of costly aircrest as they

it g

competed for defenso and socisl wolfare dollars in & paricd over-

e e—

...
e o O

shadowed by economic depression. Novertholess, the thrust of the

( ‘ research and developrent effort was sufficient Lo threuten a

ot

. G
.

> .

3 v supremacy of pursuit aviation as the offensive sword of air power,

L)

-

a position it had enjoyod since ths ond of the first world war. Nore

oute TN ovn B v I e BN s K e I smw

B

P

important, in the long-range bomber (and its associate btombsight)

B M s

vas to be found the key to the long sought recognition of an

indopendent function, which evon the Bakor Board had to acknowledge in 1934,

ey e

-

1

Row did this ccm» aboul at a time whon national policy wus defanse

l"'_’

= LJ

oricnted and the bombardment function gencrally abhorrent under the

i »

preavalling national psychology?

ave—

hA

PR

A1l Air Force histories suggest that ono answer to our question

T e P e e e e e, e O Bonar e i
P - -

is to b¢ found in the unique role of the Air Corps Tactical School

betwoen tho world wurs., We cuggest that thorein is also tho answer

=

to the Defonse Blue Ribbon Panel's query, for it was clearly the

L.

—rd

one institutionaligod "mochanism for change® which, after 1926,
perfoctod the "Air Force idea” and earnod the acvoral degrees of

. e O o e Sy
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& q independore granted up to tho 19L7 unificalion. Appropristoly, '
L the school's motto came to be Proficirus Moro Trretonti--"Wo Make % !
5 ' hvgr;ss Unhindored by Custom.® Lacking an air body of custom, i } !
5\- ‘ the achool's inatructors snd studantz acceptod tho challenge, L.
l miking the sclaol a dynamic and constructiwe center for the deveop~ !\: %
?‘ ment of doutrine. Out of this challenging and participatory miiicu \ }
| ) [ emoxrged the lraders of Vorld War II, atrongthuned by the exp:risme ‘: 1}
f -‘ T and confidont in their trust. "Of 320 goneral officors on duty \_~ ]
i ‘ : with the AAF at the close of World War II, 26 worc Ta~i!cal School ,L.. ; }1
‘ . - graduates . . . o ) four-stir gmorals--Mcllirusy, Kenney, snd N 'i :
i Spaatr--and 11 of the 13 threc-star generals--Bmons, Rrott, Yount, L: : 1
) o Baker, Giles, Crorge, Cannon, Vandenberg, Stratemeyer, Twining, ‘ j !
' ."]‘ and Hhitohoad--wno graduatos of the school” s Many of | ;
‘ ; - the students--Lolzy, for cxample--vura Jater to translate school - j
.‘ i‘j lessons inlo daring tactical innovatioas in mx:t.horanco of‘ the majos ) '
; -y strateglc war plans dotailed by thoir former instructors-<-Kuter, for
A L; exanple, Undoubtedly, tin sochonl exporienco had sharpencd minds : i
}: U for tho coming test; having cub bait, all wiro prepared to fish. l ; )
: The airman's solution to the problem of tha potentially inhibiting i ;
: ;: U national poliey was o work around it. While their superiors in 4 | ;
‘ ; U Washington argued for the bombor as a defonsive requirement (soon ;
‘ ,
T" # IMAF Hiatorleal Study No. 100,

B s e -
— =

FAUCAF Historleal Study No, 100, p. 29,
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linked %0 the Monroe Doctrine) the Teotical Scheol contingent were

rationalising the offensive role in a theoretical, future oriented ‘ j
framowork based up-n their view of war's objective. Their original n ,]
coatritution to strategic and lactical thought was the daylight, ¢ % ;
high altitudo precision bombardmont concept--it bring consideradbly '?f' |
: more sophisticated than the Douhet version. Now the objoctive ’ 3 j
"bevame the destruction of the eneny will to resist through the - i
F, " ! destruction of his military and econonic capssity. Definition was ‘
R X givon to the old "vital centers" concept through the identification ‘ » ‘
i of weak links in various strategle industries. “A '
" Although the Amorican strategic preference was influenced by ‘.
A

the "moral blockade" of the age, it appears mainly %o have been a

2 @

sincere expression of Lhe airmen's confidence in the efficliency
and econony of effort to be afforded by thoir instrument. Also,

based on the Japancse bombing in Chinm, some almmen arcgued against,

- e
.

the validity of population intimidation * Significantly,
| they resistod any (including War Department) arbitrary limitations
on range, speed, ets., opting for development of the instrument to
’ its linits. To bo sure, they trusted $oc much to faith when, aftar
' : Chennault retired from the school, pursuit (escort) development
was permitied to lag. And, despite all their emphasis on the heavy

bomber its production if not devolo;ment also lagged, largely due

0 continuing War Department and Navy Departmeat oppoaition.

PR

Although over 200 B-17's had been requested, enly 13 were on hand at
the outbresk of World War II in Burops,

% (SAF Hisvorical Study Ho. 89, p. 115,
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Feiling in theit'm'terivl goals t.ho I.:Irnn' marﬁhllg achiend

H recognition of the strategic concept in .. 6 Alr Forcc.v ﬂthwgh .

T} to Mitchell this appeared a furthor fragment'.z of air power, most

¢ of the airmen had como to accept the necessity for a compronise

i solution by 1933, and many were satisfied to give the now organiza-

- tion the trial period MacArthur suggested and Arnold seconded. ' *

.:4' Although this trial prowvcd that the divided authority betwecn OCAC R
Y and the CG, GHQ Air Force and betweecn air and army corps cormarders '
E = created problems, the changes to Army Air F?.rces inA‘l9h1 and 1542 A N '
( g did not resolve the basic unity of cormand issues. later, Arnold 3
- headed off further probvlems, including possilble misuse of his - “
zih.: 5t;'a-t.egic force, by holding the reins of the Twentieth Air Force f:-
™ within the JUS in Washington. }
1‘ i World War IT was of course to prove the culminating point of the _
: r’ indep:;ndeme movement, with the 2.5 million man Army Air Forces A -
’ h-j virtually autonomous at its end. In truth, both the need fo .. Vivy f
: {_“ and the capacity of the instrument had bsen amply demonstrated. g ‘
‘ ™ Also demonstrated, however, was the necessily for integrated employ- ‘ .
: U ment of all the armed forces under a unified strategy. Followling 'r ‘.}
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this line to what seemed to them a logical conclusion, the airmen
pressed for true unificaticn but got parity in the 1947 National
Security Act fedoraliunaiion compromise.
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The Post-Unification Period of Igsﬁabilit! S ’ g

Bricfor by half than the period of gestation we hive already reviewed,
 the post-onification period of Alr Force adolescenco (1547-1967) s

e 2 MLl S e e 305

by far the rore difficult for the historlan to assess.

It's not Just e
a case of baing still too 1little removed in time; rather, adoquate

e e i i 6 =

i
¢
|
)
!

!

o

perception appears further impaired by tho monumontal complexity of s

ccuprehending the periodts meaning for the prosent and future. Awsre ‘
» .

’ - of our limitations, we will nonetheless atitempt to sketch some of the
‘ N .

-
. - arasid PER NPV TS

. Y
to account for the apparent lack of a formalized, intcrnal "mechanism

A ol s

e

for change.” Futrell has noted the failure to restore and sustain

3
i
1
.

K {
‘mora dominating in. -uences upon the organiszation's wmaturation, hoping T \
. ‘ the 0ld mechanism within the Air University system, implying in the %

. : o »

L. 5 process that the nced remains. We are not sure the answer is that

i ' simple.

. ed

3 . , If it is true that radical changas tax the momentum and contimuity

of any organization, we may conclude that the Ai- Force adolescence

b
was a taxing period indeed, with events overwhelming plans. Only o
boeginning to recover from the instant demobilization of World War II,
it was taxed first by tho unification squabbles, then the Koresh War,

then the detcrrent imperatives, then the missile gap and sputnik, and

finally Vietnam. To be sure, most of these events provided opportun-

puamy ey @ven

itios for growth, tut hardly of the orderly kind., Pragmatie

ew

# USAF Historical Study MNo. 139

s . e A s e em bt i i e e o e &

147
. f : :

( - “ o g ﬂA.u..Mwwwwi

P

e Caaicagii v - . - . L




P T Y TR T T Y
SN

eouiderauom nocessarily repllccd the thcoﬁtlcal constructs of
Asr Tactical School days. Perhaps the most taxing if not umnlco-.
rasponsibilities thrust upon the nascent organisation was that of
_ 2 hour security watchman-—~the instant readiness for s D-day that
had to be foced avery dsy. If this imperative did not produce dis-
tortions 1t would be A wonder. But what were the alternatives?
Ironically, t.ho influence of air pover upon history was to have
doi.ble meaning for the Air Force. As Biwvard Mead Earls noted, there
‘were two primary effects of the successful meldirg of the aircreft
and A-Bomb: )

1) It changed "the political rolationshipa betueen st.atea s0
drasticall,,r as to put the psacefully inclimd and the militarily care-
less at a heavy initial disadvantage in any war of survival,”

2) Since it threatenod cities it threatened the survivai of

»
civilization. The first of these influences comcerns the old function-

al imperative, so it led to acceptance of the airmen's quest for forces-
in-being. The second influcnce concerns the societal imperative, and
it led as certainly to resurraction of the old ¥morel blockade"ee

pow the "nuclear firebreak.," And the muclear holooaust psychology
produced the hopo of stopporing the nuclear geni. Without making

value Judgments about theso developmenis, we can be certain their

# Ed4, Moad Earle, "Tho Influenco of Air Power Upon History," in

0.B. Turnor, A History of Militory Affairs Since tha Fighteenth
Contury (New Yorkt Harcourl Brace & Co., 19:5], pp @EEBG,'

148

e e g —

T

. AR

e e

CRRRRIC-TE. PYSCICUR (N

T ke A R AT WS, S o S SRR

ST




un e

T AR

TR T TG T NPT

£ S TR L L e D
b et A N

T R N, et
3 e ”\‘:"&"wﬁ.' o RS o
WLy wid el W) . Ry .
“ !.- RISl O
B N S

4 L

" ,u.,w«.s-:v1~1:vaq:-f'ﬂnhrzwt‘r“r'*-ﬁvﬂm:‘"';"\'.TV-"\N'»V\W" i i o e e b

LT

, .
-~ 3 ‘{:r, ra O I P R N, L L A .
N 1..»'.,\"'.‘7‘ Sdl e - : TR ..".g‘lm,t‘.‘-yw%&,iﬂ‘%‘“\
R R s A

T

'

R el ]

—~—

e R

e g AR A s

= g wea,

T e PR L

P Rt o el o

B attes ST R i

<.

e m—e o e 0 i A

collective nflucnce has beon docisiw--overshadswing, shaping, pacing
and dictatiny, relativo to the iunumu of docirine, organization,
technology, and leadership. o - .

The dichotomous hlpai-attvﬁs and fnherent dilewwmas found in the
realised promisc of air powar, in effect, at onco required strong ma
and arms control, centralization and decontralisation of aut.horlty,
military ard civilian exportise, expsnse and economy, flexibility and
rigidity of will, incremental improvement of existing syatems and
fiechaclogical breakthroughs. They both advanced and retarded dewvolop-
ront of the same woopon (ICEY), produccd an innovative but alternately
valid or wasteful devclopmental process (concurrency), required more
gﬁ diverse systems which appeared to cunpete agtinst one another
(missile vs. aircraft; bomber vs. fighter) in a time of prohibitively
rising costs ("cost squeese"). .

In sun, the imporatives and dilemmas of the 19!;7-:1967 defense
environment would demand both military progressivism ani military
conservatism. Arnold drew that lesson from the sarly heritage and
from the technological rovolution born of mating sciontific/engzineering
excellence and military purposec, following a courtship he had encouraged
in many ways, including the planting of the gorminal secd of RAND.

Tho wartimo ombroilment of the ajrmon with the civilian was, it seems,
a significant fsotor in the emergonce of the USAP as a fully compotitive
organization at birth: for sustonance, it necded to draw upon all
ava.lable strengths. But Arnold could not forget what to him had
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secncd the kuy inhibiting facter in the early struggle, "the ory"

haunting the airxen to tho end: “For what purpose!?™ That lesson

was ansvervd vhen he passod the baton to Spaatlg, and presumebly at
swry subscquent turnowar.

What; if anything, can be concluded from this obviously limited
reviev of a complex question and cqually complex history? First, we
wuld guess that despite ths evidence of the early heritage, the koy
to successful genaration of or adaptation to chan;e is not to be found
in organization psr se, although ve know certain organisational forms
tend elther to inhibit or facilitate change. What distinguistcd tho
eariy heritage, including the Air Tsctical School environment, vas
the :ha. the fraternalism, the sanse of style and purpose which per-
meated it. Those airmen were different and they kasw it, and they knew
"for what pu.t-pnso.". They lelrQed.ﬂ:J kard way that "air force plus
intelloct egquals zir power." The unity they achieved was born of the
responses to chal,lenge.. Since there is no lack of such chellenge
today;-includir.g the nced to resist any sonse of drifv or guilt the

_cnvirmmnt of the adolescent stage tempted--~the Air Force is in good
- - position to depend on its personnel and educational systems as a

scnsible mechanism for both 'adapting to external change by studying
the environment (and vwarfare in general) and for promoting internal

change throuzh critical solf-gnalysis.
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1. USAF Nistoricel Study No. 6, The Devel t of the Heavy Bomber
1918-1944, USAP Historical Division, ﬁ;, %u- University, 1951,

2. USAP Nistorical Study No. 10, nization of the Army Air Arm
1935-1983, USAP Historical Division, ASY, Air University, .

3. USAP Historical Study No. 13, The Dcwlogrngnt of Tactical Doctrines
%&MEM_FMQ USAF Historical Division, » Alr University,

Al il o m nm

P

1B 0L

. aJike
' b, USAP Historical Study No. 25, Organization of Military Aeronsutics,
1907-1933, USAF Historical Divisiom, s ALr University, 19hk, .
5. USAPF Historical Study No. k6, anization of Military Aercnautics,
1935-1945, USAF Ristorical Division, AST, Air Unlversity, ..
. “ 6. USAF Historical Study Fo. 84, legislative Ris of the AAF and USAF,
: 1941-1951, USAP Historical Division, ASI, Alr %tveuit.y, 1953.
. , 7. USAP Historical Stuz Yo. 89, l'evelopment of Air Doctrine in the
K ‘ Alr Arm, 1917-10k1, USAF Historic Livision, ASI, Air University,
1953. .
. 8. USAP Historical Study No. 98, The Army Alr Arm, Aﬁu 1861-April 1917,
b USAF Historical Division, _ASI, Alr University, 1958,
9. USAF Histcrical Study No. 100, History of the Air Corpe Tactical
School, USAF Ristorical Division, ASI, Alr Univers ty, 1955.
10. USAF Historical Study No. 139, A History of Basie I8eas, Concepts,

and Doctrine in_the USAP, 1917-1963, USAF Historical Dlvision, ASI,
Alr University, unpublished Dxuft.
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HEADQUARTERS MARINE CORPS

POLICY ANALYSIS CIVISION
WASHINGTON., D, C.
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“
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MARINE CORPS RNLES AMD MISSINNS
1775 -- 1970
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ROLES AND MISSIQNS OF THE MARINE CORPS

President Harry Truman once stated -- and then hastily
apologized for it -- that the Marine Corps was the Navy's
police force and that it had a propaganda machine that was
almost equal to Stalin's. The apclogy was demanded by an
outraged Congress and American publie¢ whien considered the
charge neither an accurate portraval of Marine Corps roles
and missions nor an apt description of the unique zorner
which the Marines hcld in the heart of the American public.

!
t.!'
'
4
}
L

r. Status of the Marine Corps within the Department of the
Navy and the relationship between the Y. S. Navy and the
Marine Corps has been the subjcct for consideradble confu-
- sion, however. This lack of understanding has bheen based
partially on the circumstances ur-er which the Navy and
the Marine Corps were created, and the manner in which
3 each are organigzed and operated. A distinction between
the terms "U. S. Navy" and "Naval Establishment™ or "Depart-
ment of Navy" is essential in any discussion to understand
. the relationship between the two naval services.

o
‘

L}

. .
s e %

D’ /3
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3 In brief, the term "Naval Establishment™ erbraces all

=

: {

i the activities under the supervision and control of the ;- 5
4 Secretary of the Navy. This term is defined in Public Law v i
3 §32; it is synonymous with the term "Department of Navy" by i
as defined in the National Security Act of 1947. Converse- zj ' k

ly, the term "U, S. Navy" has been taken to mean the I ;

vessels of war and their crews as well as all supporting

activities of the fleets, both ashore and afloat. The [ﬁ - 1
Marine Corps is an integral part of the Department of the ad o '
Navy; it is not a part of the U. S. Navy. N !
. In view of the variability of the term, "U. S. Navy," kJ {
. . it 1s 1little wonder that authorities often appear confused ﬂ
' as to the status of the Marine Corps in relation to the 1 ! 4
, Navy. But from a careful =study of the historical develop- Fi . i .
ment of th» jjavy and the Marine Corps and the laws which - 4
pertain to the military establishment, 1t is clear that - »

the Marine Corps is a distinct military service within

the Department of the Navy, that its Commandant has always
been subject only to the control of the Secretary of the
Navy within the Department of the Navy; and that the Marine
Corps 18 char->d by law with certaln, distinct functions
and responsibilitic3 as a separate service., The National
Security Act of 1947, which wrought revolutionary changes
in the overall organization for national defensge, did
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nothing to alter this tradd 1 -#elationship between the
Navy and the Marine Corps within the Department of the
Navy. In fact, the act served to strengthen and clarify
that relationship.

This short history of the Marine Corps is an sxamina-
tion of the roles and missions which have been assigned to
the Marine Corps both by tradition and by law; the rela-
tionship of the Marine Corps to the other services; and
the effect upon the Marine Corps of reorganization efforts
within the military establishment over the past quarter-
century.

Today the Marine Corps looks back on more than 195
years of faithful service to this country. Some of those
years have been spent in watchful vigilance on far-flung
outposts around the world; some of it has been in violent
conflict agairst the enemies of this country. But regard-
less of the tasks assigned, all Marine Corps service has
been marked by dedicatlon and devotion to the ideals and
obJectives »f this country.

One of the former Commandants of the Marine Corps,
General Clirton B. Cates expressed it thus:

"The reputation of the Corps -- the manner
in which it 1s looked upon by the American
people whom it serves -- is a priceless
asset. It was establlshed in faithful and
unswerving service rcndered with a high
order of professiocnalism and competency at
all tines. A great part of 1t was due to
the successes of Marires in battle, A
significant fraction comes, however, from
the fact that habitually Marines discharge
any job assigned in a satisiactory manner."

Although the Marine Corps 13 most readily identified
with amphibious operations and doctrine, landing of assault
forces over a hostile beach 1s Juit onc of the skills of
the Marine Corps. Versatility is a well-known attribute
of the Corps; and dating from the Revolutionary war,
United States Marines have performed a wide variety of
roles and missions in the national interest. Commencing
with the action by the Continental Congress on 10 November
1775, in which two battalions of Marines "acquainted with
maritime affairs as to be able to serve to advantage by
sea, 1f required," were authorized, the Marine Corps has
been a full- fledged partner of the U, S. Navy in most of
those endeavors.
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The Continental Congress, apparently understanding

‘ \ that Marine duties would be the conventional ones performed

| in naval vessels afloat, did not specify a particular

! mission for the Marines thus authorized. However, since

; expeditionary employment of permanently organized tactical

) units of Marines was an established practice in the British

P service, U, S. Marines were first conasidered for a ralding

. operation on Nova Scotia and then later actually employed
b in the seizure of New Provicdence in the Bahamas in March,

‘ 1776, and in an amphibious oparetion carried out agalnst

‘ . the British advance naval base on Penobscot Bay in 1779.
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. A new Marine mission had also evolved in 1776 when a
battalion of three companies of Continental Marines were
1 ‘ ' assigned to Washin%ton's army for service as infantry
i ' . troops during the Trenton-Princeton campaign. This initi-
« ated a practice, continued through the present day, for
. Marines to reinforce the Army for land operations when
additional troops are needed. By the end of the Revolu-
tionary War, Continental Marines had discharged three
X missions -- service afloat, amphibious operations, and land
warfare in support of the Army. Each set a precedent for
the traditional role of Marines, and each is still continued
as a mission of the Marine Corps.
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Distanded in 1783, the Marine Corps was reestablished 'y
by Congress as a distinct service in 1798. Two passages !
of that 1798 act provided the basis for assigning duties, ~
to the new Corps, 1.e., service afloat and shore duty at §.; .
seacosst lorts and garrisons., The law also included, "or -y

any other duty on shore, as the President, at his discre-
tion, shall:direct."

r

These broad roles and missions were gradually defined
through the years. In 1334, Congress decreed that Marines
could be "detached for service with the Army," when autho-
rized by the President; and in 1908, an Fxecutive Order

. apecified Marine €orps duties included, inter alila,

! garrisoning of naval yards and stationa within and outside
; the United States, mohile defense of naval bases outslde

t the U. S., and furnishing expedjtionary forces for duties
' beyond the seas as may be neceasary in time of peace,
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By 1909, Navy Regulations specifically included Marine
Corps missions as service on armed vessels of the Navy,
intervention in foreign countries in defcnse of U. S,
clitizens, training of foreign military forces, operations {
in support of other services, securlty forces for naval L

=
s e

installatlions, defense of advance naval bases outside the E’.
United States, and conduct of amphibiouz operations. L
i
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These roles and miasions, howesver, 4id not evolve with-
out considerable influence by events through the years. With
the building of the new steam-powered navy of armorsd ships
and long-range guns in the 1890's, 'the Navy considered that
- Marines afloat were no longer considered essential to effi-
13 ctency ov discipline of a ship. Congress uitimately decided
the issue, and sea duty remained as one of the Marine Ccrps
. duties. Simrilarly, other events and other developments through
?I the yoars continued to shape Marine Corps responsioilities.
L Principal among those events was the acquisition of world '
power status by the United States, resulting from the :
Spanish-American War.
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5 Marines had earlier been'emplonG by the United States in
! . ve application of force in varying degrees to establish relations
4 ' with oriental countries, particularly Japan, China, and Korea. |
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b But after the Spanish-American War, incidents of political as ;
3 { e well as nonpolitical intervention became more frequent; and S ‘

‘ soed Marines saw service as well in Cuba, Nicaragua, Haiti, the T
{ o e Dominican Republic and Mexico. These interventions, in the A l
: N main, were landings by Marines to protect U. 5. citizens where 4 . ‘
: b local governments were unwilling or unahle to do sn. Most of k |
; - these landings were by ships detachments; however, by 1927, ”°, i

forces of brigade size were employed in China, Nicaragua, and Y

> . ee Haiti. Marines ~eployed in those countries added up to atout N

i . ib 9,000, about'one-half of the Marine Corps strength at that time. i

L

A by-product of Marine interventions was the necessity to
_ organize and train military forces for these countries in order

;.. to provide stability through indigensus police and military

forces. Thus evolved another of the Marine Corps tasks. 1In N 3

this regard, use of Mariner as an intervening force deserves

¢ e some comment. History shows that the United States haa been

) the most consistent user of such force in our past interna-

tional relationships; and although the phrase, "any other duty

-7

]
. 1
. 3
v on shore, as the President,..shall direct" does not confer on ‘
. Ve the President a special mandate to employ Marines in certalin i
. P instances to protect lawful and legitimate interests, the ‘
ik Marine Corps has been the customary vehicle. Use of the )
' ea Marines is in accord with internationnl law, custom and prece- . 3
' dent, and landing by Marines is less likely to be considered by i i
f ™ an act of war. Further, use of Marines in such instances has 1 ! 4
vl usually been dictated by the fact that the Marines were ’ | :
Py readily available when and where gsuch action was required, |
1 .
A [

! T; Another Marine Corps mission, to support operations of
e other services, evolved from the simple expediency for :
I H einforcing the Army with trained regular troops when ' ]

’ ™ necessary. Marines were added to Army forces for operat i
o against the Seminoles. and Creeks in-1836 and the Mexican War ]
in 1847. Marine service in the Civil War, howecver, was
' - extremely limited.
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- World War I, however, was a different story. Marines real-
ized that there was little chance for combut in any of the
naval missions, and so the Marine command pushed for duty with
the AEF in France. Eventually, a total of four Marine regl-
mants saw duty in France. 1In W.rld War 11, Marines, in addi-
tion to contributing in a major way to the naval campaign in
the Pacific, served with the Army in land warfare in the Jde-
fense of the Philippines in 1941 nrnd the recapture of those
1 islands i{n 1944-4S, Marlne aircraft and artillery supported
"Army forces in the latter campalgr. Additionally, the IIIX
Marine Amphibious Corps served as part of the Tenth Army in
the conquest cof Okinawa.

sl ==

o

The operations in Korea in the 1850's and in the Republic
of South Vietnam at the present are similar instances of
Marine and Army; 'mits fighting side by side.

e,

!

As indicated, Marine Corps roles and missions through thr»
years were logical tasks assipgned as dictated by events and
developments, with no real need for finite definition. 1In
practice, an executive order or act by Congress was required
only when a major dispute arose as to what the Marine Corps
missions should be. However, after World War II, pressurec fo: (>
the unification of services resulted, for the firat time, 1in .
2 statement of statutory roles and missions -- not only for
the Marine Corps but for the Army, Navy, and Air Force. This
law, the National Sacurity Act of Y947, outlined in detall the
functions specifically assigned to the Marine Corps as well as
each of the other services. It 1s interesting to note that
the roles and missions language cf the 1947 Act, as originally
written, has remained unchanged; and that the original functlons
have withstood intensive examination by both executlve and Con-
gressional committees in subscquent years. Amendnents to the
act have served only to enlarge or expand the statutory roles
and missions originally assigned,
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Tt is interesting to note, at this point, that a clear under-
' standing of the meaning of "rolea" and "mlssions” 1a essent!al
to an analysis of assignments given the Marine Corps by higher
authority. Neither the word "role" nor "misslon" appears in

[l ]
o~

the exinting laws or dircctives pertaining to the present i i

Marine Corpa. Inatead, che worda "duty" und "function" are . :

cmployed, and both words are unet! indiseriminately and -

synonymounly in the National Security Act of 1947, as amended, e 4
o

the basic law which provides for the Nationsl Military Estab-
lishmnt and the coordination of all governmentil agenclesn
contributing to the national security.

. — et e e

L]

Banic organization and responsibilities of the Marine
Corps are contained in Section 206(c) of the unamended - -
National Security Act of 1947, the forerunner of a number a
y of legislative acts, executive orders, and committee -
" reports which had as a common theme the reaffirmation of o
service functions and responsibilities. .'
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The proviosions of the original Act of 1947, relating
to the Nariqp Corps, were! : ‘ .

"The United States Marine Corps, within
the Department of the Navy, shall include
land combat and service forces and such
aviation as may be organic therein. The
Marine Corps shall be organizod, trained,
and equipped to provide PFleet Marine
Forgces of combined arms, together with
supporting air ccmponents, for service
with the Pleet in the seisure or defense
of advancud naval bases, and for the con-
duct of such land operations as may be
essential to the prosecution of a naval
campaign. It shall be the duty of the
Marine Corps to Zevelop, in coordination
with the Army and the Air Porce, those
aspects of amphibious operations which
pertain to the tactics, technique and
equipment employed by landing forces.

In addition, the Marine Corps shall pro-
vide detachments and organizations for
service on armea vessels of the Navy and
shall prowide sscurity detachments for
the pratection of property of naval sta-
tions and bases and shall perform such ;

other duties as the President may direct,
provided that such additional duties - ]
shall not detract from, or interfere |
with, the operatlons for which the
Marine Corps is primarily organized.”
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The National Security Act of 1947, as =nacted and’ as
subsequently amended through Congressional action, fi.mly N ]
eatablished the Marine Corps' position within the military
establishment. The original act c¢leariy expressed the )
intent of Congress, as evidenced by the record of testimony r
before Congressional committees and by statements bei'ore :

Congress by members: That the Marine Corps should enjoy

. i
unquestiored status as one of the Armed Services of the !
United States.

The act alao confirmed that the Commandant of the
Marine Corps was directly rerponsible to the Secretary of
the Navy for matters under the Commandant's jurisdtction. X
Hy treating the Navy and the Marine Corps separately in
prescribing composition and functions, and by 1ts defini-
tion of the "Department of Navy," in Section 206(a), Congress
recognirved that a vital and indissoluble relationship

-
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oexisted between the naval services and reaffirmed the

historical fact that the lHavy and the Marine Corps are
distinct and separate services with the Department of

the Navy.

In discussing the Act of 1947, the Commandant, General
Alexander A. Vendegrift wrote in 1948:

“All the foregoing (functions) are factual.
They admit of no interpretation, and com-
tine to form a direct mandate. It is the
Commandant's position that none shall bte
slighted, that all shall be implemented
with the full energy of the Corps.”

Later amendments to this act and later modifications
of assigr.*d tasks have not affected the basic missions of
the Marine Corps; however, several later documents are
worthy of note. Thesé include the Department of Defense
Directive 5100.1 of 31 December 1958, "Punctions of the
Department of Defense and its Major Components,”™ in which
the Marine Corps was invested wlth the primary interest
in development of those landing force doctrines, tsctics,
techniques, and equipment which are of common interest to
the Army and the Marine Corps. Similarly, Army primacy
in airborne operations was also established. This so-
called "Functions Paper," actually restated the functions
contained in the Act of 1947, and as revised in 1953 and
1958 tn adjust to changes in the National Security Act of
1947, Similarly, functions ansigned the Marine Corps were
not changed by the publication of another document by the
Departments of the Navy, Army, and Air Fqrce, Joint Action

Armed Forces or its successor, Unified Action Armed Forces,

published by the Joint Chiefs of Staff in 1959.

The amendments to the National Security Act of 1947
have contalned many comforting assurances for Marines,
However, the assigned responsibility for development
functions relative to landing force matters 1n amphibious
operations has been paramount.

This legal mandate demandcd that the Marine Corps take
the lead in research in landing force matters, and that
the Marine Corps make available to the other services all
of the results of this resgearch for their conslderation,
acceptance, modification or rejection -~ depending upon

their indlividual needs. To the Marine Corps, this function

was considered reaffirmation of what Marines had long con=-
sidered as their primary mission: The maintenance of
combat ready air-ground landing forces of ¢o. bined arms,
thoroughly trained in amphibious tactics and :echniques
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; f E - Marines, in fact, considered the act as authority for ' é
b R A the amphibious development work which they had been carry- j 1
- Py ing on since 1902. g . i
N ~'.‘ 2‘
F o3 11 ‘
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DEVELOPMENT OF AMPHIBIQUS DOCTRINE

L

Although some post-World VWar I photographs show Marines

—
e i S i A RN EIR SR
3
¢

: = leaping from whaleboats into the surf at Culebra and other i
Caribbean islands in rudimentary amphibious landing drills, N
) Marine Corps interest and absorption in the manifold preb- b
wr lems of land!:rs assault forces from the sea over defended %
shorelines actually dated from the Spanish-American War g
e when a battallion of Marines landed at Guantanamo Bay, Cuba . ‘

E : va to selze an advance naval base. Later assigned the purely .
: ¢ defensive missions «f protecting such naval bases, the 3
; - Marines turned the time to good advantage by studyinz how ’ A , ¥

: e best such isolated bases could be attacked. To the Marines, . ‘

i . .the only practical way to seize a shore installation in ' ;
e hostile waters was by amphibious assault. Amphibious e ‘ 1

v : doctrine of today, as a concept, began with that belief. g ‘ i
£ v b . )
3 R The British disaster at Gallipoll in the Dardanelles in i
¥ o 1915 almost sounded the death knell for the ship-to-shore. b
H - e assault. The amphlblous landing calculated to threaten the - j
: Central Powers' southern flank was sketchily planned and :
¥ .- * prepared, support fire was badly coordinatel, the operation
H . ended in a dismal failure, and professional military opinion
¥ - agreed that "he amphiblous assault could not prevail against 4
¢ . modern firepower. '1
] g D s But the Ma. ines persisted in their attempts to develop !
: & - amphibious techknlques, and a scries of practice amphibious , :
] Y landings 1in conjuiction with U. S. Fleet exercises ! 3
( N i; strengthened their beliei that amphibious assault doctrine : : 3
: ? was feasible. : ;
V. 3 -9
§ I Another event coin. “=rably alded this bellef. ‘The
T g 0 acquisition by Japan ¢. fhe former German 1slands 1in the 4
& . . Pazific under the Versai.lc: Treaty drastically changed
g ;} - the strateylc balance of row~r in that area, and Japan now
P .. possessea a deep zone of icland cutposts. Fortified and i
3 supported by a first class flcet, they constituted a :
3 L serious obstacle to continued operations of the United
e - States Fleet in the Pacific.
3 . Marine Major Earl Ellis, who drafted the ouriginal plan
§ i for the amphibious assault of key Central Pacific islands
X in the event of future hostilities with Japan, 1s generally

160 i

S il




- ————— L ————

glven credit for initial recognitlon of this strategic
shift. This plan became the basic war plan for operations
in the Pacific, and the amphibious doctrine developed by
the Marine Corps over the yeara in the face of strong neg-
. ative sentiments provided the basic tacties and techniques
| used by both the Marine Corps and U. S. Army forces in

! those Pacific operations and other amphibious landings

in Europe.
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During World War II, at least 171 amphibious landings
of varying scale were conducted by Marine and Army faqrces,
of which 70 are known to have been opposed. Of those 70,
only two were ursuccessful; and these were assaults of a
minor nature and hastily planned and executed.
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4 One account of the history of amphiblous uarfare
> expressed it thus: .

o

R

] "That the U. S. Army was able to train

g . troops so quickly for crossing beaches
held by hostile nations 1is attributable to
its own flexibility and leadership, and
equally important, to the availability for
its guidance of a sound body of amphibious
doctrine previocusly drawn up by the linited
States Navy and the Marine Cérps."

L?.jf

R bl

- e
<.

-
pa'ad :“'(f”“?/"::

!
s

] The original Navy-Marine Corps concept of amphibious

% doctrine was expressed in a 1934 document, Tentative Manual
; - for Landing Operations prepared for instruction in amphibi-
ous warfare in the "arine Corps Schools. It served as a -
guldebook for all t. o early landing exercises which the

Navy and the Marine Corps held each year until World War

II. It was adopted wlth revisions by the Navy in 1938

under the title, Landing Operations Doctrine, Fleet Training
Publication 167, and became official doctrine for landing
operations.

The firat major landings of World War II indicated that
there were few faults in the basic landing doctrine; how=-
aver, these operations made it clear that some facets of
amphiblous landings required more emphasis than previously
thought necesgary. Naval gunfire support and cloae airvr
support in the critical periods of the movement from ship
to shore were areas in which additional improvements were
nceded. The need for more suitable landing craft and
vehicles. as foreseen in the Tentative iaunual, was especially
made clear, Later, significant Improvements in firec support ’
and landing eraft and vehicles were made which enabled U. S.
forces to conduct landings with greatly increased potential
for success.
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Among the most significart developments were two assault
vehicles -- amphiblan tracturs (LVTs or tracked landing
vehicles) for the Marines, and the amphibian truck, DUKW,
for the Army. The eventual evdlution of the amphibian
tractor from the rudimentary vehicles of the early 1940's
to the present multi-purpose model of 1970 with five con-
figurations for differing tasks is & testimonial to the
far-sightedness and tenacity of Marine officers who saw
this vehicle as an integral part of the concept of amphibi-
ous warfare and who persisted in its conception, and
development, and utilization in spite of many setbacks.
Marine Corps efforts to develop, obtain, and perfect this
amphibious vehlicle 1s but one instance of the dedication

demonstrated by the Marines in developing equipment for
amphibious assault landings.

Development of amphiblous eqguipment and improvement of
fire support, however, was only a minor part of amphibious
assault landing development. By the end of the World War
II, when truly major landings were undertaken 1n Europe
and the Western Pacific, all aspects of the intricate
planning and coordinaticn necessary fcr assembling ships

and forces for successful execution of a truly complex ﬁ‘

operation had been mastered.

By war's end, the battle had been carried to the door-
steps of our enemles in Japan and Europe on the landing
force concepts and amphibious doctrine f{irst .examlned and
practiced by the Navy-Marine Corps team some 20 years
carlier, However, military orthodoxy minimized the sur-

vivability of this concept in the face of nuclear weaponry, i

and for a time it appeared that military experts who pre-
dicted that there would never again be another amphiblous
landing might be right. Events in South Korea, however,
only five years later would require the Navy and Marine
Corps once agaln to land an assault force over the defended
shorc¢lines of an enemy. And by that time, enactment of
laws establishing thc Marine Cerps as responsible for
cmphiblous doctrine ensur2d that this country would con-

tinue to improve 1ts unique capabllity for projecting
military power from the sea.

After World War 1I, ihe Marine Corps -- which had
reached a peak strength of more than 500,000 in 1945 -~
faced a number of tasks, all requiring 1nmed1ate attention.
Chief among thece was the requirement to demobilize while '
st11l maintaining sizeable occupation forces in the Facific.

Another wan the requirement to shape an organization for a
post~war regular force. Additionalily, the Marine Corps was
faced with the problem of responding to new challenges to
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amphiblous doctrine inapired by the advent of the atomic
bomb; as well as confronting the problem of what one
historian has described as "ill-defined but disturbing
pressures for extensive reorganization of the defense
establishment which boded nothing but trouble for the
Marine Corps."

Recommendations for reorganization of the defense
establishment had been triggered during the latter stages
of World War II by the increased size of the armed forces
and by the proposed establishment of the Alr Forece as a
separate service, distinct from the Ariry. With these
proposals came the requirement for new definitions of
roles and missions. 1In this vein, various i1deas were
proposed for the Marine Corps of the future, including
that the Marines be allowed to tight only in combat opera-
tions in which the Navy alone was interested and that the
Marines be restricted only to waterborne aspects of amphib-
ious operations. The Act of 1947, which established the
Marine Corps in a continuing amphibious role, 1s a testi-
monial to the awareness of this country's leaders for tne
continuing requirement for an amphibious capability.

I1X
.REORGANIZATION EFFORTS

In the decade after World War II, 1945-1955, scarcely
a year passed that concerted attempts were not made to effect
major reorganization of the military establishment. Some
were bona-fide attempts to lmprove the military establish-
ment; others were attempts by service partisans to realize
singular aspirations. Throughout this period, the Navy and
the Marlne Corps recognized the requirement for reorganiza-
tion of the Armed Forces but steadfastly held to a position
in opposition to the establishment of a single General Staff,
feeling that such a staff might eventually come under the
domination of one or more services to the neglect and
detriment of the other services,

As the pressure for reorganization of the military
establishment mounted, the Marine Corps maintained a policy
of close cooperation with the U, S. Navy in all matters of
common concern so as to enhance the ahility of the Marine
Corps to carry out its assigned functions. The Mirine Corps
poliecy was not calculated to acquire additional status or
authority; rathcr, 1t was only to preserve the identity and
integrity of the Marine Corps within the Department of the
Navy, as egtablished by statutes.
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During this perlod of intense exanination of the roles
and missions which the various services were to hold in
the post-war years, the Marine Corps held that military
forces should be grouped permanently on the basis of
identity of those missions, regardless of the natural
media in which the various components might have to operate.
This was in opposition to othes concepts which held that
all air assets shouid be grouped, all land assets grouped,
and all sea assets grouped. The Navy and the Marine Corps
have always held that permanent grouping based on identity
of mission results in greater operating efficiency.

Resolution of the conflicting viewpoints relative to
a general staff and assigned functions of the various
services led to the National Security Act of 1947, as
previously discussed, in which functions of the Marine
Corps and the other services were delineated.

The Act of 1947 created, inter alia the office of the
Secretary of Defense, provided for the administration of
the service departments as individual executive departinents

- by thelr respective secretaries under the general super-

vision of the Secretary of Defense, perpetuated the World
War II-born Joint Chiefs of Staff, authorized a Joint Staff,
and established the Air Force as a separate service.

Although the 1947 mandate established a viable defense
establishment, reorganization efforts were continued by
service partisans who had not been fully satisfied by the
Act of 1947. A number of proposals were re-examined and
a number of changes were created by the later Security Act
Amendments, none of which affected seriously the functions
assigned to the Marine Corps. In fact, the major directive
effecting the Marine Corps was the so-called "Key West
Agreement," in 1948, which constituted a restatement of
service roles and missions, and which imposed upon the
Marine Corps an ultimate mobilization celling of four
divisions -- an arbitrary limitation which had no relation-
ship to either mobilization capabilities or requirements
in event of war.

In 1949, reorganizaticnal proposals continued to fly,
most of which had as their aim more efficient and economlical
operation of the military establishment without change in
the basic organization. Marine Corps concern centered on
proposals that would empower and allow the Secretary of
Defense and top-level defense agencles to transfer roles
and missions, personnel, and appropriations from one
service to another.
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The Security Act Amendments enacted during 1949 con-
centrated on affecting reorganizational changec within
the Secretary of Defense offices, now called the Department
of Ddéfense. These amendments, in the main, enhanced the
authority of the Secretary of Defense.

The amendmeri.s specifically stated that the combatant
functions assigned to each military service by the original
Security Act could not be transferred, reassigned, abolished,
or curtailed; and that these combatant functions should not
be impaired by the transfer or assignment of personnel, or
by use or withholding of Department of Defense funds.

Later in 1949, the Commit~ee on the Armed Services of
the House¢ Of Representatives opened hearings on unificatlon
and strategy. These hearings were in effect a continuation
of previous hearings which had opened with an examination
of irregularities in the procurement of the B-36 bomber and
had carried through an exanination of the Defense Depart-
ment's broad concepts of national defense and the role of
each service in that concept,

The Navy and the Marine Corps, advocating adherence to
the 1947 Security Act, charged that.the Defeise Department
was trying to vitiate the assignment of service roles and
missions and relegete the Navy and the Marine Corps to an
insignificant and militarily unsound role in the defense
structure.

Basically, the Navy and the Marire Corps sought a
rvalistic concept of natlional defense devoild of inter-
service political considerations and recognition of the
principle that each service should be free tc develop and
exploit itc intrinsic capabilities to the utmost within
the framework established earlier in the National Securlty

Act of 1947,

However, by 1949, the defense budget had begun to exert
more of an Influence on the military establishment. Now,
each scrvice was supported within one budget, and the
gtrateglic plan for defense had become the justification
for budget appropriations. 'Thus, cach service was forced
to conteast among the other services for what it conanidered
its proper share of the defense budget.

Emphasis shifted to fundamental disagrecments among the
nervice as to basic national strategy. The Navy and the
Marine Corps feared that the naval services would be
relegated to an inferior role in any future conflict
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because it was felt that the nation's civilian and military
leaders did not fully understand or appreciate the role of
seapower in national strategy.

The inter-service debate was not confined to Congress
or the services; it was carried into the public forum and
the period was one of highly charged opinions from all
sides over matters of strategy and the allocation of
defense funds.

The Marine Corps position, in the hearings by the House
Armed Services Committee, was to the effect that proposed
plans to limit the size of the Marine Corps to regimental
size organizations, to divest the Marine Corps of 1its
amphibious role, and to prohibit expansion of the Corps
in event of war would serve to reduce the striking power
of this country all out of proportion to the economles -
which would be achieved thereby. The Commandant of the
Marine Corps, General Clifton B. Cates, noted that important
matters affecting and involving the Marine Corps were, in
fact, being decided by the Joint Chiefs of Staff and the
Joilnt Staff without the M2rine Corps having a voice in the
matter,

The Committee report on Unification and Strategy was
released in March 1950, and several of its ccnclusions had
direect and important application to the position of the
Marine Corps within the Department of Defense. The report
was prelude to later enactment of legislation favorable to
the Marine Corps. By August of 1950, moreover, the nation
was involved in the Korcan War, and the Marine Corps'
ability to respond immediately to a contingency situation
and 1ts brilliantly successful amphibious assault landing
at Inchon had engendered an increased fondness in the hearts
of the American public.

In June, 1952, Public Law 416, incorporating many
recommendations’ made in 1950 was enacted., In uddition to
fixing a floor of three combat divisions and three alr
wings for the Marine Corps, this legislation gave the
Commandant the right to sit with the Joint Chlefs of Staff
as a co-equal in regpect to any matter of direct interest
to the Marine Corps. Thus, the Commandant had a volce
equal to any one of the Chiefs in the formulation of
strategy and the determination of forces required for
executing national strategy. This provision brought the
Marine Corps into the main stream of millitary strategle
planning from which 1t had been previously excluded.
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the time of passage of Publie Law 816, the defense '
establishment had been subjected to seven years c” intense
inspection by the Congress and the public and equally close
introspection of itself., However, attempts to review the
top level military planning organigzation still continued.
Aim of the defense critics was to eliminate alleged flaws
in the organization which purportedly weakened planning.
Modifi:-atlons rec.mmended included unification of the
services and strengthened civilian control.

Genexrul Cates, in his testimony before the so-called )
Rockeleller Committee convened in 1953 to air these
recommendations, expressed his confidence in the present
system, stating: .

"As I have noted earlier, there are areas

where it (Department of Defense) may be y
materially improved through a scrupulous

adherence to the existing law. I believe *
that in Just such adherence lies the pro- B

gress and the improvement which this
Committee 1is seeking."

The Rockefeller Committee report formed the basis for
the Recrganization Plan #6 of 1953. Tre plan authorized
certain actions by the Secretary of Defense and abolished
several boards and agencies. It did not, however, address
the entire question of service functions, although earlier
recomnendations to review this aspect had been made by one
of the services. The other services however, expressed
the view that roles and missions of the Services, as
expressed in the Functions Paper, were clear, and that the
document provided reasonable, workable guidance for
service programs.

Through the years 1952 to 1958, changes directed by
Recryenization Plan #6 were implemented, among them being:
the increase of Assistant Secretaries of Defense frbm six
to nine. With this increase, emphasis within the Defense
Department seemingly shifted from an examinatlion of roles
and missions of the services to a closer examination of
the authority and operations of the agenclies within the
department. In effect, nine assistant secretaries were
n.w positioned to coordinate their particular spcecialties
and interests within three military departments -- and
four services. This had the effect of spreading top
echelon control horizontally through the Department of
Defense to pick up vertical lines of control. This increased
civilian control of the military establishment, predlectably
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enough, caused some concern that the authority of the
Joint Chlefs of Staff might be erodeéd,

W, S
In terms of the National Security Act and the later l ¥
amendments and amplifying documents, the Marine Corps
t felt that service missions had been adequately defined.
However, many compromises in the orgunization of the de- A
fensz structure had been c¢ffected in the years since World .
I War II, and not all fraumers of the various acts had been
completely happy. Thus, in 1958, the spotlight was turned )
once more on the oft-debated subject of service roles and !
-* missions and reorganization and unification of the services, T
&
i
-

R

B 0.4

The reorganization nroposals presented to Congress for
consideration were advanced as streamlining measurass to
ensure the rapid response required in a missile age. In- ¥ i b
cluded in the proposals was one giving the Secretary of - : i
Defense the power to transfer, reassign, abolish, or ' o
: " consolidate functions authorized by law -~ a new attempt
4 - to revive an old issue rejected in 1653. The Secretary ‘-

of Defense, in testimony before the House Armed Services
" ea. Committee, denied any desire for authority to emasculate wra
\ . " any of the four services. The desire was simply for the e
: President and the Secretary of Defense to have authority

- to eliminate any overlap and duplication of functions.

[ me Two Marine Corps generals disputed this rationale. : p
i The then-Commandant, General Randolph MeC. Pate, explained i .
i - that prescribing basic roles of the services in the law ~ '

T e ensures the stability essential for orderly administration

of our national defense and permits loglcal and systematic .

- assignment of the basic tasks. A former Commandant, ) {

! General Cliftorn B. Cates, was more to the point. He A
b . b
i

stated bluntly that unless the power to transfer, consoli-
date, reassign, or abolish combatant functions 1s restricted _—
o by law, the Marine Corps might well wake up some morning and . |

% -s find itself reorganized and consolidated and reassigned into f
5 nonentity.

AT

',

- nd
e

But Public Law 85-599, enacted in August of 1958, ; i
granted in part, the power requested by the President for ‘
’": .- the Secretary of Defense. The language of the Defence

0} Reorganization Act, however, did provide for the integrity

a4 of the Departments and Services. The new law declared
that the Departments of the Army, the Navy (including naval
aviation and the United States Marine Corps), and the Alr
Force were under the direction, authority, and control of
the Secretary of Defense but provided that each military
service would be separately organized under its own Secretary.
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The Secretary of Defense was to provfde for unified
direction under civilian control, but could not merge
these departments or services.

Since 1958, there have been a number of individual
proposals, both inside and outside of Congress, which
advocated further reorganization of the Department of
Defense. Moat of these proposals were by avowed adher-
ents of the concept of a single chiefl of staff, the
eliminetion of vne ind‘vidual services by merger into one
service, 8nd the institution ot functionsl commands within
that service -- all proposals which at one time or another
had heen examined for feasibility and then rejected.

However, new impetus to the evolution of the De¢partment
of Defense Into a monolithje structure was provided by the
committee appointed by the then-Democratic Party candidate
for the Presidency, Senator John F. Kennedy. This ccurmmittee,
headed by a former Secretary of the Alr Force, Senator
Stuart Symington, submitted its report to President-

Elect Kennedy in Decembei, 1960.

The committee, in efrect. propesed among other things,
to eliminate the Nepartments of the Army, Navy, and Air
Force; to create two new Under-Secretaries for admin-
istration and wsapons systems; crnate 2 speclal assistant
to the Secretary of Defense fcr Arms CTontrol; redesignate
the Chairman of the JCS as Chairman Joint Staff; abolish
the JCS and establish a Military Advisory Council;
establish for each service a full-time Chief who was to
report directly to the Secretary of Defence; and establish
unified commnands for strategic missions, tncticul missions,
and continental defence miscions. Other proposals related
to tne relatiorship of the Secretary of Defense and the
Appropriations Committees of Congress.

¥ain difference between the Symington Report and other
propogals extant at the time concerned the question of
eventual military control. One school of thought held that
mllitary contrel should he vested in a single Chief of
Starf; the Symiirgton Committer proposed that the Sceretary
of nor»n,n would be the unquestioned authority over all
elements of the Department of Defenne at all levels, Cone
asonlidation of activitien and procedural changer direcied
within the Department of Defense orpanizntion ninece 14960
have tended to follow the trend of the Symington Report.
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These trends were indicated by the establishment of che
T Defense Communications Agency, the Defense Intelligence
'™ Agency, and the Defense Supply Agency, all forerunners of
future consolidations of services or specialties under one
centralized control.

Further centralization of control within the Department l
of Defense Force Structure anid Financial Programming S:istem » {
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p v which was conceived to bridge the gap between service plans )
: N and prograns and the hudget. This uystem of planning, pro-
% ) - gramming and costing requires detailed Justifiestion of =all ;
i ' . forces and program changes over an established dollar, .
\ ! n - force, or personnel level. .
. £ "
i § - Another noticeable change has been wrougnt Ly the S
{ P oa unifled specified command concept in which the uerarate A
A 1 military Jdepartmente are far removed from the operational R |
2 - channels and are only required to provide forces, organlzed, ' \
: . o3 trained, and cquipped for various types of combat to unified L :
i . 4 commanders who wlll employ the forces under the direction of ) ;
: . the President, the Secretary of Defense, and the Joint Chiefs . i
N of Staff. ’ : G !
. — ' i
Lo : ;

THE MARINE AIR/GROUND TEAM

. ' 5 ]

- There are. two operatlional concerts which the Marine Corps o :
N has developed through the years which have figured prom- .
ne inently in the advancement of amphiblious warfare. These are - {
the Marine Corps' concept of close ajr support as part of J :
_ = the Marine air/ground team; and the vertical assavlt by E
E -t Marine forces in hellcopters as part of the ship-to-shore 1
1 movement ol amphibious forces. Each of these concepts will | i
E : ;! be briefly discussed in the following sections: , i :
k . D & t
; : i e Close Air Support in the U, S. Marine Corps ; ‘
: ' Y o Doctrine and Practice § ]
- ¥ M. {
‘ 3} Marine Corps aviation has been an integral part of both ! A : 3
: t-v 'avy and the Marine Corps since 1912, when two officers ', ! k
i n ant un enlisted Marine were detailed to undergo aviation ! | ]
E LN training at Annapollis, Maryland. In October 1917, the first ] 3
b Marine aviation unit was organlzed and equipped for nervice [ - 3
> overseas in World War I, and was given a miasion of support=- i !
S‘ ing Marine infantry ir France. The exigencies of war pre=- :
‘ oo vented fulfillment of this particular mission, although , ]
: ' . Marine pllcts and planes participated f.l11y in the war. : !
Cos %
A ;
: Py
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\ In the ~arl’ post-war yea.'s, Marire aviatio2 units were
‘ ) : trtanizel te oprratre with Harine Ccrps expeditiorary tri-

i . ! gates In Tantc Doming. and Haitl, where Leatherneck flyers
‘ and aircvalt were epnloyed in pet:0lilng, ™connaissance,
and artillery s otting missions.

R it b e . L Do

]

i

\ The corganization of th~ Fleet Marine Fcrce in 1933 and
i the suhsequent levelooment and ~odificatizn of amphibious
]
1
L]

warfare dortrine relled nesvily on the lessons learnesd in
tha conduct of these earlier Marin Coros larndings 1nd
expediticns, The rud mentary technigques o2 clios® air
support first emploved in licaragua 1nr'luenced early sarine
Corrs planners as they wrote what was to appear finully in
! . : FTP-167 (Landing Operations Dnctrine). This publication

l ; was the baslec manual for the econduct of anphibious assault

e

nparations i1n World War II. First pudblished in 1933, it
staced:

"¥Marine pllots and observers may te util.. *

1zed in Naval planes ‘engaged in land

. reconnalssance, attack in support of

.o . \ nround operations, and other air missions
: for wrich they may be specinlly trained.”

i s e T o A
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\ In eariy 1939, the Secretary of the Navy approv- 3l the _—
i . fcllowing missicon and organization of Marine Corps ..viation:

: ' . "Marine Corpc aviatior is to be equipped,

i | ' . organlzad and trained primarily for the

; | X gsupport nf the Fleet Mar!ne Fnrce in .
) landing operations and in support of {

troop aetivities in the fleld; and :

sec.ndarily as replacement squadrons for ' 5

carrier-basced naval aircrare..,™

i T

Thus, as the United States preparcd for World War 1I, the : ]
doctrine for employmen® of Marine Corps planes and pillots

throughout the war was fixed. A review cf certaln Marine

]

j

!

i

!

3 [
| Corp: operations in the Paciflc provide clearcut cxamples ‘

: ' i of how the dostrine and 4“echniques of close air support

)

{

}

!

]
]

were developed and increasingly refined in succeeding
landings, {

At Guadalcanal, as soon as 1t was feasitle, 1In August
1942, Marine squairons were brought in to operate from
Henderron Field, but their baslec role was in the air dc-
fense of the tsland and a seccndary emphasis wal placeg on
! + : alr zupport. In practice, close alr support employed at
? X Gundal anal was 1liiltle changrd from the type of preplanned,

-
S

. ; ' 171

LS d
ikesud.

h' 4 .n 'M . oo e L . T — " wiincandiililainin POV WUV



[ v v o e s .

(Ral TR
v e aase .--.pgwmmx.ﬁ_'““"“”_'-*“' -

. .
[N M

N .t . ‘.t N N TN N . M . - N .

t?‘ N R N oo S ACRNIER SRty
. RN . . . . . T . . R saa Ty _‘..-_A"

. e - e - e

L o .. .- .. .M . .

; T Ol T e e o s o Al b+ L S L VTR e P, 1YY A-:'_.L.s.:!..‘..b-...-—-——-
E 8" ‘i |

1}

vilunily cuntrolled missions flown during the Corps'
exped:tionary years in the Caribbean.

b L Ll

A great advance in the employment of close alr support
as a supporting arm in combat apneared during the lougain-
ville carpaign in late 1943. Prior to thia cperation,
Marines tended lo regard close air supporc as risky.
Preparations for close air support at Pougainville began
with the 1dea of developing techniques which would result
in maximum accuracy at minimum distance from Marine lines.
Alr lisison parties were organized, eguipped with radios,
and trained so that each infantry command post would have
&t least cne man avellable to direct close air support
missions in comhatl. Pre-strike briefings by air and ground
officers were keys to the success of this evolutionary
technique.
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A3 the scane of Marine operations was chuanged to the
Central Pacific urea, and with each succeeding amphiblous
as3ault, close alr support techniques wvere improved. The
Army was introduced to the benefits of Marine close air e

"support in the Philippines campaign. in 1944, when Marine o
AMrcraft Oroup 12 was crdered to support General MacArthur's '
forces on Leyte. After getting thelr first taste of what

! . ) close air support could do for them, Armyv units were soon

i ; total adherents of the Marine Cormns counceot.
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At Iwo Jima, in early 1945, the »-~cently organized
Marine Landing Force Alr Support Control Units perfected
previois techniques and doctrire and provided Marine ground
univs air support that was more immediately responsive to
curren! needs, During the later :tages of the war, and
espe2ially on Okinawa, improved aircraft, proven control
procedures, and pilots skilled in providing close eir
support cerved together to make * his supporting arm one of
the most oowerful that was availanle to the infantry.

».

Following the end of World ¥ar II and during the pre- ;
Korear War Deriod, Marine doctrine emphasizoed the concept
of the air-ground team and greut emphasis was placed on
further imrroving close air support techniques. This ]
interwur pcrlod of tralning peid off in Korea, where the
lst Marine Divizsion and Wing indeed operated as a team.
While overall direction 2f alr operations in Korea was
the renponsibility of the U. S. Alr TForce, the special
expertize of Marlne air units in the fleld of close alr
support wag readlly recognigzed and they were in constant
dema~d, not only by Marine grcund units, but by other
United Stetes and United Nations forces, as well,
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i The advent of the jet age in Korea, together with the
introduction of sophisticeted elentronics equipment de-
manded the revision of existing close air support tech-
niques to meet the requirements of the new aircraflt,
equipment, and weapons.
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Again relying on lessons learned cumulatively followin
World war IT and Korea, the Marine Corps updated the
mission of 1its aviation comporent, changing little of the
F old concepts. Accordingly, by 1966, the mission of Marine

.
‘

T
e ! ..

aviation was:

"...to participate as the supporting alr
component of the Fleet Marine Force in the
. seizure and defense of advanced.naval

) . bases for the conduct of such land opera-
' ' : tions as may te essential to the prosecu- .
tion of a naval campaign. A ccllateral T
function of Marine Corps aviation 1s to .
particlpate as an integral component of
naval aviation in the axecution of such
other Navy functions as the fleet com-
manders may dircct. Alr component tasks
j ' include planning and employing air power
. ‘ ) to seek out and destroy enemy {orces and
s I supporting installations, gaining and
maintaining air superiority, preventing
movement of enemy forces along routes of
communications into and within the objec-
tive area, and providing aerial recon-
naissance and obgervation."
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In Vietnam, the 1st Marirne Alrcraft Wing was faced with
still yet another challenge =~ could the wing with its high-

.

performance aireraft, intricate equipment, and sophisticated oo
¢ . alr control system adapt to the earthy complerities of a ;1
' counterinaurgency onvisonment? Despite adverse weather - : |
, ecnditivna, rupggzed terrain, and fluld small unlit warfare, i i
the concept of close air support proved to be not only P
{ _ workable but highly successful in the Republic of Vietnam, L
! The Marine process for getting aireraft airborne and con- ]
! trolling Lhem over the target wos tallored to meet the ’f
ground commanders' needs and required little alteration. In i |
f'act, the nystem's inherent reaponsivencas, flexibility, and (W
tipght control were the salient features of close alr nupport. r"
i

Thanky to a time~tested process for routing air requests,

the lat Wing could provide the ground commanders with pre-
' planned strikes for scheduled operations or immedlate on-

call air support in cases of emergency.
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During these strikes, Forward Alr Controllers attached
to the supported unit, or Tactical Air Controllers (Air-
borne) in 1light observation craft over the target area
controiled the attack alrcraft for the most efficient
application of firepower and precluded the possibility ef
inflicting casualties on friendly troops. The entire
effort to date is balanced and rapid, and provid~< the man
on the ground with the must professional and ef ive air
support in history.

Evolution of Helicooter Warfare

‘'ne era of nuclear warfare ostensibly foretoid the doom
of amphibious warfare as the United States knew .it during
World War II. Marine observers of the nuclear tests at
Bikini Atoll In 1946 were convinced that future amphibious
task forces could be destroyed by a nuclear armed eneny
unless new ccncepts were developed to execute the amphib-
ious mission. 1in December 1946, General A. A. Vandergrift,
then Ccmmandans of the Marine Corps, signed the directive
creating an experimental helicopter squadron (HMX-1) at
Quantico, Virginia to explore tiie military potential of
helicopters particularly in the amphiblous role and to
develop tactics and techniques for their employment. Thus,
the Marine Corps, last of the U. S. military services to
have a heliconter, became the first to launch a long-range
nrogram of developing helicocpter combat techniques,

HMX-1 had been tralning pilots and enlisted personnal,
as well as “developing an saphlolious vertical assault
doctrine for 2 1/2 years, when the Korean war broke out,
The doctrirne dewveloped in thecry and practiced in training -
exerclses, proved valid in the ensuring combat operations.
Initially hellicopters were used for command and liaison
flights, rescue and medical evacuatlon missions, as well
a3 reconrnalsronce and emergency resupply roles, H:wever,
pefore the caifllct enued, such combat operations as the
1ift of an infentry company to the front line were followed
by the landing of a coinpany at night and the relief of a
rully <qulppad hattalion on the front lines. These ploneer
precepts of helicopter doctrine were quickly recognized by
the Army nrid Alp Foree, and they both cniarged the scope
of thelir heliceopter operations in 19%2.

As the technology provided larger and more efficient
hellecopters, the Mavrine Corps continuad to develop the
vertical azsauit doctrine to fully explolt thia added cape-
ability. The multi-deck concept of laurching the landing
force from wldely separated amphibious ships while "over the
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horizon" from enemy beaches was successfully tested in the
mid-sixtles in such exercises as "Quick Kick V" at Onslow
Beach, North Carolina and "Steelpike" in Spain. The first
; night combat helicopter amphibious assault was accomplished
: during the Dorinican Republic crisis in 1965. With the
advent of the large U. S. combat commitment in Vietnam,
helicopter operations have become common place. The U. S.
Army, following the Marine Corps lead, developed the Air
Mobile division to increase responsiveness and mobility
of the foot soldier in the counterinsurziency environment.
Since the beginning of the build-up in Vietnam, the Marine
Lnrps and Navy have executed repeated amphibious operations
along the coast of Vietnam, sometimes assaulting the beaches
and other tlmes leap-froggiag the beaches by helicopter and
5 * : striking the enemy ir the hinderland. Operation Dewey
, , Carnyon, which was conducted in the Ashau Valley of Vietnam

] in 1969, was a totally helicopter dependent combat opera-
' . tilon in mountainous Jungle terrain. Helicopters supported
this multi-battalion operation in sustained combat over [}
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support lines exceeding 50 kilometers from the nearest
supply basc under extremely adverse weather conditions.
Thus, the techniques, tactics and doctrine gonceived by

. ’ HMX-1 over 20 years before and refined by the Marine Corps ,1f
? during the interim, have proven to be valid in the present Lo
J 'day counterinsurgency environment. ;

v S

i SUMMARY _ {}

t . This short history of the Marine Corps has detalled the

i relationship of the Marine Corps within the Department of

, the Navy, outlined the 194-year traditional role of the B
D Marine Corps in the military establishment of tinls nation, -—
i and traced the development of statutory roles and missions.
The development of amphibious doctrine, about which books
could and have been written, is reported only to the extent
: required to show Marine Corps dedication and championship

: of this unique capability. This nation has long recognized
{ the trequirement for sea power -- naval forces which can
ensure the frecedom of the seas and unhindered use of inter-
national waters, and amphibious assault forces which can

' - j project the power of thias country across the littorals of

[ o

!

a8 nation -- and agalnst f'orce, i1f required.

cado. 3

The Marine Corps, together with the U. S. Navy as part
of the Navy/Marine Corps Amphiblous Team, 13 uniquely
qualified by migsion, doctrine, capabllity, and experience
to provide this entry/reentry capablility.
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The Jolnt Chiefs of Staff came into being to meet an
lumn:diate need, without a background of long study and
aspeclfic decision within the US Govemment regarding the
most effective form of higher military organization for war,
With the entry of the United States into the war after the
Pearl Harbor attack on 7 December 1941, some form of US~
British military cooperation and coordination bLecame neces-
sary. The problem was addressed at the ARCADIA Conf'erence
betweenh President Roosevelt and Prime Minister Churchill and
thelr advisors, held in Washington during the period 22
December 1941-14 January 1942, At this conference the
Combined Chilefs of Stef'f {CCS) were establlished as the
supreme military body for the strategic direction of the
Anglo~American military effort in World Wer II.

As his military assistants at the ARCADIA Conference
Prime Minister Churchill had present the British Chiefs aof
Staff Committee, a body consisting of the First Sea Lord,
the Chief of the Imperial General Staff, and the Chief of
Alr Staff. In existence since 1923, this committez held a
corporate regponstbility for the command and strategilc
direction ol the forces of the United Kingdom and for pro-
viding military advice to the Prime Minister and the War
Cubinet.

The United States at that time had no agency comparable
to the British Chiefs of Staff Committee 1n stalture and
responsibllity, A Joint Board of the Army and Navy hacd
prepared joint war plans and dealt with questions of lnter-
service coordination during the prewar years, Its member-
ship of eight offlcers, however, did not fully encompass the
chiefs of ctaff level of the US Services &3 constituted in
Decembopr 1941 but di1d include several officers of lessep
vank., [Primarily an advisory and deliberative body, the Joint
Ivvard was not designed for direction of the Army and Navy
in wartime operations,

Accordingly, lor the military discunsi~na ut ARCADIA the

i deleputlion conslated of the officers whone reaponniibilities

moat c¢loacly matched those of the membeprs of the Britioh
Chlel's of Stufl Committece. The US representatives were never
upeelirically denignated by the President or othepr suthority,
Thelir asgumption of the duty wus -8imply recognized &n appro-
priate under the "ospposite number" formula. For the US Army,
(Ucnersal Qeorpe C, Marshall as Chief of Staff held a positien
dicectly comparable to that of the Chief of the Imperial
Ucneral Staff. The responsibilities of high commend in the
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US Navy had recently been divided between two ofr'icers,
Admiral Harold R, Stark as Chief of Naval Operations and _ ;
Admiral Erneat J, Xing, the Commander in chief, US Pleet - ,
(COMINCH), Both appeared 2s US representatives in the mili- . ‘ ;
tary discussions, as a dual counterpart to the British First . 1
Sea Lord, In arranging for US air representation, direct . 4
comparability was not possible, In the United Kingdom the . - i
: Royal Air Force was an autonomous service, co-equal in.all .
3 . : ] regpects with the British Army and the Royal Navy; in the
3 . o United States, air forces functioned as integral or subordi-
: nate elements of the Army and the Navy. The foremost spokes~
. .. man available, however, was L’eutenant General Henry H.
! Arnold, Chief of the Army Alr Forces &nd Deputy Chief of :
. . taff for Alr, It was recognized that, when sitting as a US : i
v ; representative, General Armold could speak authoritatively Sl
i ' - { only for the air forces of the Army and that he functioned '
\ ‘ ; i always as a subordinate of General Marshall,

»
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R \ During the ARCADIA meetings the US and British officers -t
{ mapped broad strategy and settled upon an organizational '
arrangement’ for the strategic direction of the war., They :
recommended establishment of the Combined Chiefs of Staff, '
N 1 consisting of the British Chiefs of Staff and their "United N
- States opposite numbers." With the approval of the President -. = - . (
and the Prime Minister, the Combined Chiefs of Staff came into o !
operation almost immediately, holding their first numbered
meeting on 23 January 1942, :

X
e e KEs bt G e A

The establishment of the Comblned Chiefs of Staff had a
profound influence on the evolution o1 the military high
command of the United Statea, The four officers who had
represented the United States at ARCADIA were to continue to.
sit as the US members of the Comblced Chiefs of Staff. In
preparation for the CCS meetings tuey would have to consult
closely and direct the preparatiou of US position papers by
subordinate stafrf agencies, Thue the eatablishment of 8 new
.organlization, the "Joint US Chiers of Staff," was implicit

.1n the arrangement, The title foilowed the definition of
terma agreed tn at ARCADIA, uncer which "Combined" signified
collaboration between two or more nations while "Joint" was

uned to designate the interservice collaboration of one
nation, . .

9 February 1942, to deal with egenda items essocisted with
their CCS dutiea, Thercafter, an institutional development
ovcurred at the natioral level that was & direct connequence

178

i
!
]
{
!
f - " The Joint Chiafs of Stafs held their first meeting on
{
l
[
I

- g T YR ST e




—o— - N B 3 s
' S e N T ThL NP

. T, : N
PNy w RS S LRI I 44 ]

Labat b ot u

3

.mand in *he United Kingdom.

of the fuct that the authoritative leaders of the Seryvices
had alresdy been brought together in an orga:nlzed way to
represent the United States on the Combined Chlef's of Stuty,
The same orficers, as the Joint Chlefs of Staff, soon bhejgun
to function 83 a corporate leadership for the US military
establishment, At the national level the Joint Chiefs ol
Jtuff became the primary agency for coosrdinstion and stra-’
teglc direction of the Army and Navy, responsible directly
tu the President as Commander in Chief., They advised the
President with regard to war plans and strategy, military
relations with allied nations, the munitions, shipping, and
manpower needs of the armed forces, and matters of Jolnt
Army-Navy volicy. In the course of this develoupment, which
was largely completed by Mareh 1942, the Joint Chlefs of
Starf absorbed the functions ol the prewar Joint Board and
supsrseded it in the governmental structure,

The functions and duties of the Joint Chiefs of Starf
were not formally defined during the war period. They were
left free to extend thelr activities as needed to meet the
requirements of the war. The desirabllity of prenerving this
wieful f'lexibiiity was the chief reason offered by thé Presi-
dent himself for declining to issue a basic Jdirective,

During March 1942 Admiral Stark departed for a new com-
The two posts of Chlef of Naval
Operations and Commancer in Chlef, US Fleet, were combined
In one individual, Admiral Xing, and the JCS membership was
accordingly reduced to three. Shortly thercafter, General
Marshall became sonvinced that it would be desirable to have
a fourth nember, designated to preside at JCS meetings and
maintain liatison with the Whilte House, For this purpsse the
President on 20 July 1942 oppointed Admiral William D. leuiy
to the new position of Chief of Stulf to the Commander 1in
Chlefl of the Army and Navy.

The dlrect revponalbllity of the Jolnt Chielfs of Sturl
Lo Lhe Proesldent was 8 caprdinal feature of thelir operatiur:
during Wopld Wer II, President Roofevelt had assumed to the
ull hin conastitutional role un Communder in Chicefl, treating
1t as vomewhat cuparate from his othes dutiey an Thief
ixecutive, When dealing with strategy end militury operations,
e preferrcd to work directly with the uniformed chiefo of
the Servicen, rather than through the civilien leadership of
tLte War and Navy Departments, The responsibilities of the
Secrcturies of Wor snd the Navy were limited larpgely to
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muttevs of admintstration, mobllization, and procurement. In
i ] these clrcumstances the appolntment taken up by Admiral Leahy
p | proved partlcularl; veluable in facilitating operstion of the
f S meehantum Cor direction of the war., As Chiel of Steff to the
)
]

Prestdent he served gs the normal chennel for passing White
llouse declulons and requirements to the Joint Chiefs of Statf
P and for presenting JCS views and recommendations to the : {
' " ! rresldent. This arrsngement did not preclude dlrect consul- 15 !
i £ tution by President Roosevelt with Jenersls Marchall ang *
N ; Armold and Admiral King, but 1t removed the nced for auch
\ con:iiultations for the coutine exchange of opirlons, infor-
matlon, and dircction,

: - A supporting orgonization for the Joint Chlefs of Staff
' } . cume Into a2xist.nce plece by pilece during 1942, wmore in

‘ ! spontaneous response to the need for agencles Lo deal with !

) — evolving requirements than in fulfillment of any lorge or .J

coniiclous design. Mout of the new joint agencles were [

I ereated to provide US representatlives to ¢it with the Hritish A

o in combined committers subordinate to the Combined Chier: of v

3taflf, “ut they also cupported the Joint Chilefs of Stuff !n 1

discharmzing responaibilities at the national level, “r
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e The most important component of the JCI orgsanizatlon wan
N the Joint 3Jtafr Planners, which provided the US represen= )

B tution on the Combined Staff Planners. By Murch its member- : 3
VL ship had been stabllized at filve offlcers: the Psalstant ;
. Chlef of Staff (Plans) of COMINCH Headq .ruers und two of hls < . 3
A auzsistonta; the Chief of the Strategy arr Poliey Group of' tne '

War Department'n Operotionc Division; ar  the Ausalstant Chlel
of itaff (Plans) of the US Army Air Star ., Thun all the

{, memberd hod mujJor primary reiponsibilit?.s in the Screvlge :

: ntalls, ard thelr assignment to the Jolr: Stafl Planners wuy :
an wlditlonal, port-time duty. §
‘i : fwnides drawing anaistance from the.r own Service ntafre, . i :
IR Lthe members of the Joint Staff Planners were supporteu by u ) ' 4
3 full=time working izroup, the Joint U3 suraterste Committec, : 3
Yy A Cormer Joint Doard agency, it had oecen ubisorbed into the ' ¥
}l JCH omranivzotion and made aubordinate to the Joint Starr Plun= : ‘ 1
S Coners oon Y Muech, The Joint U8 Strategle Committee connttnted : 3
1 ol nix of'’'leers on asaignment Crom the war plunsg division of |
! the Army ond Navy stoffa, i
- | !
: Another element of the initial JCO orpani:zollon way Uhe .
;[ Jotnt Intcllipgence Committee, consioting of the UG memberaigp !'
1 of the Combined Tntellipgence Committee, Like the Joint Starf :
t le0 : 4
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Planners, 1t had u working level supporting agency composed
of ofl'ice™ on full-time assignment from the Service ataffs. .
This body was the Joint Intelligence Subcomnittee, later
called the Joint Intelligence Staff.

T e,

l 1

R

.

months of 1942 included the Joint Military “'ransportation
Cunmittee, the Joint Meteorological Committae, the Joint
Communications Board, the Joint Psychologlcal Warfare Com-
mittee, and the Joint New Weapons Committee. Of these, the
! i firat three provided US membership on CCS committees with
. parallel titles, while the last two were strictly joint US
‘ y organlzations, The need for @ committee at the JCS level to ' -
; coordinate the efforts of the various agencles operating in :
‘ the paychological warfare fleld had first been suggested by -
the Army G-2; the Joint New Weapons Committee grew out of a:
proposal by Dr. Vannevar Bush, Director of the Office of ]
Scientific Research and Development, a White House organi- . o
zation, The Joint Chlefs of Staff were also served by a lj;t A
Sccretary, who headed the Joint Secretariat. C SR
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! The further joint agencies egtablished durlug the first
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One final component of the early JCS organization was wf}'. ¢
the Office of Strateglc Services, the World War II forerunner [ o i
of the present Central Intelligence Agency. It had been O oL
formed 1n 1941 as the Office uf the Coordinator of Information 3
(C0x), 8 civilian agency directly responsible to the President. i
Investigatlon convinced the Joint Chlefs of Staff that COI i
was capable of making an important contribution to the war !
effort but that 1its activities must be placed under military fi:
i control tn assure proper coordination with military operations. !
In M3rch 1942 the Joint Chiefs cf Staff supplled the President g
with a proposed Executive Order, drafted in collaboration with r7¥
1

it St b S

: the COI Director, that would make the agency responsible to
! the Joint Chlefs of Staff, In June, as part of a brouader

’ reordering of government operations that also included estab-
1ishment of the Office of War Information, President Roosevelt
placed COI unnnr JCE Jurisdiction and redesignated it the
Office of Stoategle Services. .
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The {nitlal JCS organization that came into being during &
the early months of 1942 was one in which the vast majority :
! of buniness funmmelled through one undermanned and part-time '

3

agency, the Joint 3tolf Planners. The limitations of this i’ N f
key apency becamre increasingly apparent to discerning US staff * (N p
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officers as the year progreaaed. Its ahorteomings became .
e¢vident to the Joint Zhiefs of Steff chemselves in early 1943
at the Cassblanca Conference. At thias gathering of the
Preaildent and Prime Minister and their princinal assistants,
the US Joint Chlefs of Starf found themselve: at a dlsadven- ,
tage when confronted by the large and smoolhly functioning K !
British staff, which had not only prepared thorough pnsitions

on every anticipaled point dut was geared to produce quickly
additfonal papers a3 needed during the conference itself, ~
The handful of officers making up the Joint Staff Planne:s

were unadble to match the skill and speed of this efficient

planning organization, ' .
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The inadequate performance of the Joint Statf Planners :
stemmed both from thelr composition and from the scope of the :
responsibilities they were expected to dischargc. Already R
heavily burdened by their vegular .duties in the Service stoffs,
the members constituted the sole agency for the accomplishment .
of most of the planning taskas required for the support of the ;
Joint Chiefs of Staff in both thelr rational’ and internationel .
. ' rules, As a result, the agenda of the Joint Staff Planners
was a heavy and exceedingly varied one. .
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St11l committed, during this first year of the war, to
the traditional staff practices of the two Services, the
members of the Joint Staff Planners were further handicappecd
by their methods of operation. The leading menbers of the
Joint Staff Planners had a view of their responsibllity that
prevented them from relinguishing lumeclate and detalled :
control over the planning process in favor of a broader general
tsupervision. The Planncrs assigned some subJects to thelr only . 4
permanent and full-time azency, the aix-man Joint US Strategle k
Committee, Most of the sublects on the agerda, however, were 3
asuigned to ad hoe subcommitteea composed of planning person- ]
nel and staff experta drawn from both Services, All work 3
returned tc the Joint Staff Plunners for ucrutiny in detail,
with final decision on 2ll matters requiring the personsal ! :
approval of' the two senior officers of that body, i ! 4

L2 ol [ L ued ol

The revelation at Casablanca of the inadequacics in the ]
JCS supporting organizacion led to sweeping reappraisal and
fundamental petorm duringe the rirst half of 1943, But even
before this date, dlzcerning ct'ficers within the JCS orguni-
zation and the Service staffs had recognized the need for }
improvement and had successfully initated two aignificaent :
changes, These wepre the establishuen® of the Joint Strategic
Survey Committce, on 7 November 19542, and the Joint D‘paty ] ﬁ
t . Chiefrs of Stalff on 11 December 1942,
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. Recognition of the need Cor a separate Joint Strategic: . .
. Survey Committee had emerged *“rom-the disoussion of & o
) different organtizationa! nroposal, originated by an Army
i member of the Joint US Scrategic Committee. His suggentions
: : regarding & change in the status and responsibilities of the
i : latter committee were adopted and refined by the Wer Depart-
; , ment Ceneral Staff and submitted tc the Joint Chie. * ~f Starf
by Qeneral Marshall. The subsequent JCS dlscusslon culainated §
- in agreement to establish a Joint Strategic Survey Commiitee,
composed of three officers of flag or general rant-on full- l
time assignment, Kept free frqm any involvement with short-~ " 1
*  term operstional problems, they were to perform longer rsnge . : i
. planning and to aavise the Joint Chiefs of Staff on current : %
!
i
1

e O VL .
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iow

atrategic decislons in the liglit of the developing war
. aituatlon and the QbJectives of national policy.

{ . The establishment of the Joint Deputy Chiefs of Starr . a
] was proposed by Admiral King, who wished to relieve the Joint ‘
Chiefs of Staff of -the burden of detajlled and routine matters : i
coming before them, His proposal was co rufer such matters ' |
to a group of deputies, for zction in the name of their
superiors. In diacharging their responsibllities, the Joint
Deputy Chiefs of Staff would "interpret and 1mp1ement the
known policles or the Joint Chiefs ot Starf.

These limited lmprovements were "followed in early 1943
by a comprehensive reappraisal and reorganization of the
supporting structure of the Joint Chilefs of Staff. On 20
Januery the Joint Deputy Chiefs of Stafrf{ appointed for the
purpose a speclal committee, entitled the Committee on War
Planning Agencies, It conducted a thorough investigation of
the problem, bssed on inputs frcm all the components of the
JCS organization., The committee alao completed studles ovn

the Britiah staff organization end on the workload of the
Joint Staff Planners,

\

i

H

§

( : , . . . . .
: On 12 March 1943, the Committee on War Planning Agenciles j
! nubmitted ito findings to the Joint Deputy Chiefs of Staff,.

| Recognizing that the overlosding of the Joint Staff Planners

] . waa the cardinal Jifficulty, the Committee recommonded the

{ : Bhifting of a vast load of administretive and routire planning -

detall to & new committee, to be called the Joint Adminis~-
trative Committee, The new committee would consist of the
Chief of the logistiem Broanch of the Army Nperationo Division
and the Direator of the Logistine Plans Di.ision of the
office of the Chief of Naval Operations and would be supported
by au hoe groups from the Service cteffb, Thne Joint Scarf

£ -——

183

r 2 %]

-

. Aewm




, e am “*’M‘ - ""“""‘"!‘
Euf e ‘. * - . ' “:‘a l
A — S TR S B Aok AL - |
Bk : |
_ & j{
3 r. 2 3 3
g i, £ Planners, with their duties now restricted to broad strategic % i
' % i and opecatlonal planning, would be limived to three membeoras . - )
‘ b the Asatstant Chlef of Starf (Plans), COMINCH; & representa- - i t
: = tive of the Army COperationg Division; &nd the Assistant Chiefl : 5
: ‘T of Alr starl, Plans, of the US Army Alr Forcea. The Joint ' M i
, . ) b Stuff Planners would continue to receive support from the e |
§ ' 3 Jolnt US Strateglic Committee, now redesignated the Joint wWar - i
1 : 7 ee Plana Committee and reinfor:ed by qfflcers translerred fron ' p
t E the Service plenring staffs in order to reduce the need foo 4 1
\ : L e 8d hoc committees. The Co.wulttee also proposed broadening T . 3
| the Joint Intelligence Committee by adding to it the Assiat- T :
v T ant Chief of Air Starl, Intelligence. : X ;|
3 i ;
The Joint Chiefs of Staff found the report gensrally !
.- acceptable, but before giving final approval subjected 1t to
¢ : s review by the Joint Strateglc Survey Commitiee, the Joint - F A
3 - Sturf Planners, and the Army and Navy staffs. The report wes ' !
3 . favorably received by the reviewing agencies, who suggested. - K b
: only minor changes, Principal among these were Navy recom- i
; - mendatlons to add an additivnal naval officer to the Jeint <« 0 %
; Admintistrative Committee and Joint Staff Planners snd an Army }
: - recommendation to drop the Army Alr Forces member rom the 4
o C o Joint Deputy Chiefs of Staff,
3 PR After accepting these proposals gnd making certain minor

changes, the Joint Chilefs of Staff spproved the recommenda~
tions of the Committee on War Planning Agencles at meetingas
during the perisd 4-10 May 1943, Specifically, they approved
the insusnce of the set of revised charters for all JCS com~
- mittees and agencles thet the Committee had drsfted.

) Later in 1943 the Joint Chiefs of Staff approved redesig-
i nation of the Joint Administrative Ccmmittee as the Joint
Lamistilca Committee and strengthened its capsbllities by

) ahing 8 cupporting Joint Logistics Plans Commlttee, Thin

. {. chunye resulted from an increasing wwarencss of the compleoxily :
.. of lopdotics in military plenning, and from recognition of the.

) derspere to which thig field hed already become the primary

: L concern of the ~ommittee, The new supporting Joint Logistice

; . N Planoc Committee, like the Joint War Planc Committee and the

Joint Intelligence Stalf, was manned by officers on full-time
dculpnivens,

From c11d~1943 t¢ the war's end several other joint com-
mittecs wers crested to deuwl with matters that had assumed
; incressed importence, such as the Joint Proiduction Survey
. Committee, the Julat Poet-War Committee, &nd the Toint Civil
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: Atrairs Committee, The first two of these were full-time

! :-gencien_. . :

Z he following oHart® (I, II, and III) depict the

; @volutlon of the Joint Chiefs of Staff during World War II,
)
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At the end of World War II there was widespread agree-
ment among military and civilian leaders that the military
establ 1shment would have to be reorganized and placed on a
permanent basis adequate to the needs of the United States
in the postwar era, Durlng World War II the Joint Chiefs of
Stafrl had emerged as a corporate command and planning agency
serving directly under the constitutional Commander in Chief,
the Presldent. Tne Army Alr Forcc had become virtually
autvnomous, There hud been some centrali:ustion of intelll-
rence collection and analysis, and war production, prices,
munpower, shlpping, propaganda and sclentifle research had
veen subJected to control by civilian agencies. These
arranpements had,on the whole, worked well under the pres-
surea of wartime, but there was no certainty that they would
function adequately in time of peace,

The Jaint Chilefs of Staff, as a central element of the
military establishment, would be affected by any recrgani-
zation ‘'thet was undertaken., While few questioned the desira-
bllity of continuing some such agency in the national defense
structure, there was authoritative opinion that lmprovementa
were needed, possibly involving 8 somewhat different conception
of the JCS role, General Marshall obaerved that "the lack of
real unity has handicapped the successful conduct of the war."
In his view a system of coordinating committees such as that
embodled 1n the JCS organization could not te consldered a
satisractory solution., It resulted in delays and compromises,
and was "a cumbersome and inefficient method of directing the
eftorts of the Armed Forces." Secretary of War Stimson
dec1ared that the institution of the Joint Chlefs of Staff was
an "imperfect instrument of top-level decision," because "it
remalned incapable of enforcing a ‘declsion against the will of
any one of 1ts membera," Others, recalling the record of
dif'ficultles encountered in Amny-Navy cooperation in earlier
tlmeu o' peace, doubted that the Joint Chiefs of Gtaff could

"cont tnue to work together erfectively for very lnng after
the tovmlnution of hogtilities."

Deliberstion on the nature of the postwar military
establishment begon even before the termination of hogtilities,
A llouse Committee under the chairmanshlp of Representative
Clifton A, Woodrum conducted hearings on postwar military
organlzation in the spring of 1944 and heard varying testimony
from Army and Navy witnesses., The Army proposal, presented by
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General Joseph T, McNarney, culled lor a single militury
department under a Secretary of the Armed Forcesn, who would
aupervige such matters as procurement and recruiting but
would not have authority over the military budget, . The Joint
Chiefs of Staff, redesignated the Unlited States Chlefs of
Staff, would remaln in existence and continue to be directly
reaponsible to the President., Thelr central duty would still
be 'that of making recommendations to the President on mili-
tary strategy, but they would gain the significant new power
to recommend the military budget. The proposal called for
adding to the membLership of the Joint Chlefs of Staff a
Pirector of Common Supply Services. Further, the Chiel of
Staff to the President was to "hesd" the United States Chiefs
of Staff. Navy witnesses made no cpecific proposals but
cautioned against reaching any conclusion on the question of
military organization withcut thorough study. At the con-
clusion of the hearings, the Committee recommended that the
Congress take no furthex» action until the end of the war.

While the Woodrum hearings were In progress, the Joint
Chlefs 'of Staff initiated their own 3tudy. They crested a
Special) JC8 Committee on Reorganizsticn of Natlonal Defense
and directed 1t to submit recommendations on postwar defense
erganization, including a recommendatlion on the advisability
of continuing the Joint Chiefs of Staff.., As part of its °
survey, the Committee spent the fell of 1944 touring the com-
bat theaters and ascertaining the views of the major com-
manders., Fifty-six high-rénking officers were interviewed,
The large majority of the Aray offlcers and about half the
Navy officers favored a aingle military department,

On 11 April 1945, the committee submitted a split report
to the Joint Chlefs of Staff, With the senior Navy member,
Admiral J, O, Richardson, dilssenting, the committee recom=
mended the crcation of a single military department presided
over by & Seorctary of the Armed Forcea, It would include a
Commander of the Armed Forues pupported by en Armed Forces
Qeneral Staff, ond a purely advisory Unlited States Chiefa of

~atarr consisting of the Secrctary, the Communder of the Armed

Iforcen, and the three Service military heads,

The Joint Chiefs of Staff began scrious concideration of

.the 8Specolal Committee's report shortly after the Japancse

aurrender, General Marshall, while he did not fully concur
in the report, recommended that it be sent to the Preosident
ulony with o stotemont that the Joint Chlefs of Staff agreed
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i principle on & single-department system of organization,
Uenersl Amold supported this view, but Admirrls King and
Leahy opposed 1t on the grounds that a single military depart-
ment would be inefflclent, would weaken civiliasn control over

O A o drwns

i T TR P T AT T N T (e Y T T

1 { e the military, and was contrary to wartime experience that )
b -} showed the superiority of a joint over & unitary system. The 7 ;
L r Joint Chiefs of Staff forwerded the report and their individu- M i
N L, ul comments on 1t to the Iresident on 16 October 1945, They s 3
P i “i aet torth four poisible courses cf action for his constder- o ;
L 1 - ation: B :
i *. ’ . ; i
@ ;=:§ 1. Submit all the pertinent papers to Conpress. 3
TIRAS M
' ,“ 2. Appoint a special civilian board to study » b
! Ve natlonal defense organization, : ]
R LY B
e A 3. Achleve a degree of unificstion by appoint- - i
t v Ing a single individual as Secretary of War and N ;
l " § i Secretary of the Navy, [‘ i
i v e o K \
£ : 4, Retain the existing organization, "with N :
P -« 71 ' appropriate augnentation of the joint agencles.” Eé
! ? ; . =8 Ry this time the poatwar era had begun, and decislon on L
y . Vo . nrutivnal defense organization took on new urgency. In ’
{ S October, the 3Senate Military Affairs Committee began hearinga !
g ‘ . e on the variovul defense crganization plans produced up to that . | - ]
v ! $ time. Several months earlier Senator David I. Walsh, Chatr- e
; by men of the Committee on Naval Affalrs, had proposed to |
b S SQveretary of the Navy Forrestal that the Navy Department |
A _ & “should sttempt to Ccrmulate a plan which would be more s "
; ¢ L e effective in accomplishing the objective sought."
: T I N
3 ; - Sceretary Forrestal agrced with the Senator's view., Un
v N 1Y June he asked a personal friend, Mpr, Ferdinand Eberstadt,
: e President of a New York investment banking firm, 1f he would P a
3 : prepace 0 report diacuasing . %
: N . | ;
: .o i what fouvm of poctwur ergonlzation chould be : j
BERERE ? il catabltahed ond maintainad to cnable the mili- '
, A ( tary nopvices and cther Governmont departments
3 by 'y ond openaies most efleoctively to provide for
; . 2 i} und protect our national eecurity?
+
' Ay
i Mr, Eberstsdt agreed to undertake the study with the i,
: gl unnfutance of a committee made up of eiviliann and Neval i
Pad b
b |
Lo
: Ij 191
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officera, 'vrhree moaths later he sudb. tted his report to
the Secretary.

The Eberatadt Committee conoludnad that "under present
conditions unification of the Army and Kavy under a sningle
head” would not improve the naticn's’ security. It favored a
coordinicted system, in which tnere would be threse militacy
Departmenta--Wer, Navy, and Air--each with a eiviliun Seore-
tsry of Cobinet rank. The Committee recogznized serioun weank-
nesses in the existing organization, particularly in the
voordination of foreign and militery policy and in the
velatlonship between astrategic planning and its logistic
implcmentation, To counter these weakneases, it recommended
the creatlon of two important bodiea directly under the, Presi-
dent:  the National Security Council (NSC) snd the Nationsl
Socurlty Resources Board (NSRB). The Secretaries of War, Navy,
and Alr would be members of both organizations.

The Eberstadt Committee believed that, irrespective of
whether pr not the separate military departments were ulti-
mutely unified under one Department of Defense, legislation
should be sought to insure "the continuation of the Jnint
Chlefs »f Staff. In the Committee's opinion, the Joint Chiefs
of Staff had performed very satisfactorily during the war,
They conceded that the Joint Chiefs of Staff had gometimes
axperiencaed delays in resching decisionsa, but thé Committee
found such delays preferable to the altemative of placing
full military control in the handa of one officer, at the
hesd of a single armed forces general ataff. While 1t would
be 8 more efficisnt instrument for reaching denistions, the
1atter avrrsngement hed the inherent dangar that expoert minority
oplnions might be overridden without sufficient conalderation,
Yhe 2ommittee feared that, owing to inevitable limitations in
the hackground, knowledge, and experience of the single
supepior officer, decisions might be reached that would pre=-
vent development of weagrns, concepts, or comatnhd arrangements
vital to fulfillment of the mission of one of the Scrvices,

Under the proposed Orgonization for National Security,
“he Jotint Chlelfs of Staff were to be a part of and meet with

the 1 Sceurity Council. They would be churged with:

o) 4 teategie plens and providing strotegle direatiun
ror . forcess b) furnishing strateglio advice to the
P~i.. ..., the NSC and other government agencilea; ¢) preparing

Joirt loglsties nlang and assiening logistic revponsibilitics
to the Services in accordance with guch plannj ond d) appruve
iny mujor Service materisl and porscnnel programs in sccord-
once with ctrategic and logistic planw,
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"he Sberntadt Committee proposed that the Jdulnt Chiefn -
ol* Stai't ucnaiat of the three JService chieln, plun Lhe Chlel
ot' dLull® Lo the Communder in Chilef ‘f the Prenident Jouired
to continue that poritim The Committee had asuvensed the
wartline expertence a3 showing that Cull=time aupporting groupn
mich ua the Joint War Plana Committee were more ef'feative in
produeing 8 uwnified joint position thén were the negotiations
convucted in the part-time: interservice comnittecu, Accory-
ingly, it recommended the estadlisnment of » full-time Joint
Htaff to gerve the Joint Chiefs of Staff., It wuuld be headed
Ly & Chlet of the Joint Stafr, who would function as an
oxecutive to the Joint Chlefs of Staff and perhups sit as
JCS member,

Aa for the relationship to exist between the Jaint Chiefs
of ogarr and the military departments, the Committec moroly.
noted that

In timev of wur the military gtrategists may be
requlred to opeurate directly under the Preal-
dent, There does not seem to be any compelliny
redson for this during peace time. Approval of
the Secretaries might well be required to render
ef'l'ective the plans of the Joint Chiefs of Staff
in periods of peace, .

The Joint Chiels of Staff were to maintain close liaison.waith
other agencies within the proposed Organizution for Natloral
Security, tnciuding a proposed Central Intelligence Agency

(CIA),

'he Eherstudt plan was presented to the Scnate Military
Arfulrs Committee by Mr, Forreatal on 22 October 1945. A
wock later Lieutenant OGeneral J,. Lawton Collina net furth
the Army position, This so-called "Collins PMlan" hud been
prepared by 8 board of senicr Armmy off'icers convened only &
month carlier, It »roposed the establinhment of & gingle
Depurtment of the Armed Forces headed by a civiliun Sccretary
o' Gabilnct rank, The Joint Chiefs of Staff, renamcd the \,8,
Chiela of Staff, were to continue in existence. Their
functiung, to be fixed by law, wculd be advisory--the pro-
vision of recommendations on military ,olicy, strategy, and
budget requirements, In the matter of buiget requirewnents,
the Jolnt Chiefs of Staff would rave specific suthority to
prepare and recommend to the Presidant the milicary dbudget..

* The Secpetary of Armed Services could sommant on but nct

amend these budget recommendations, The membership of the
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Jolut Chict's of Stafl was to be increannd to five ny the
additlon of u Chicl of Staff of the Armned Moproea, whune
Auties were no. precisely SMW* .-

The Sendte Militosy Affalra depmittec odJouvnod its
weartvees on 1T December 1345, Two doys later, Preatdunt
Trunmanh wranamitted a message o Congre s un reorgnntaotton
ot tie arucd focces In wvhich he endorsed the mela prepooqas
of the Collinu Plant a single depertment witn one fpeginet=
level Heoretary, a nep»rate Alr Perge, & Chief o) 3taff of
the Amaed Foroes, and o purvly advisory Joint Clhiefa of 3toff,
™l mensage, atong with the testinony catherad at the heesr-
laga, was referred to a subcommitiee of thy Senate Armed
Forcon Comnitice headed by Svnator Eltart Thoman, Majep

Generul Laurls Norstad and Viee Admira) Arthur W, Radford
were ussigned to ussisi tne subuommitteed in its duilberationa,

On 9 April 1946, the Committec reported out & blil com-
blniny, elements of both the Mavy and Army plano, Like the
Ebepratadt Report 4t called for a general reorganization of
the entire national security structurv, and the inclusion of
o Natlonul Security Council, 8 Ccntral Intelligence Agency,
and a National Security Rescurces Brard,. Like the Collins
PPlen it called for & slngle Department of Common Defense, @
Chiiefl cf Stalf ¢f Common Desfense, and & Joint Chiefs of Stoffr
conninting of the Sexrvice chlefa and the Chief of Staft of
Common Defense, How2ver, the powera of the Joint: Chiefs of
Sta/f in the Thomas bill were leas than those pruposed in the
Collins Planu, The responsidility ror praparing the military
budget, which General Collins wruld asaign to the Joint Chiefs
of Staff, became the rearonsidbility of the Secretary of
Commcn Defenze, The Thomes bill was referred to the Senate
Committee on Naval Affairs, which conducted hearings on the

bill carly in May.

During the hearinga Navy witnesses attacked the pro-
vigionn of the blll calling .‘or w Sesiretary of Commun Derenue
and a Chief ot Staff for Cominon Lefense and expresacd their
fears that the Thomas bill, if enacted, would permit removal

. Crom the Navy Department of its naval air arm and Marines.

Tt soon became cicar thaet the Thomas bil) did not provide
the compromise its dralfters had intended, Therefore, Presi-
tent Truman on 13 Mey requested Secretuarica Patterson arnd
Forrentsl to submit for his review 8 l1ist of points upon which
thny apreed ond dioagread., He made 1t cledr that, while not
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committed to either Department's position in the controversy,
he no longer favored the establishment of a single Crief of
Stat'f,’ .

Iw Secretaries submitted their views to the President
on 31 May in 2 joint lettor. They liated e¢ight pointa upon
whilch they agreed and four on which they did net, The War
Ixpartinent hed receded from its previous position on twe.
points. Firat, it agreed to the estadblishment of a higher
national security structure as proposed in the Eberstadt
Report. Second, in line with the President's wlshen, 1t
agredd not to press for a Chief of Starf of Common Defense,
Inotead, Loth Departments agreed that the Juint Chiefu of
staft, would be retained and given responsibilities beyond
the purely advisory role depicoted in the carly bills that
had proposed & Chief of Staff or commander of the armcd forces,
The Joulnt Chiela of Staf'f were to

. « » formulate atrategic plans, to assign logistle
responsibilities to the services in support thereof,
to integroate the military programs, Lo meke recom=
mendationa. for integration of the military bdudget,
and to provide for the strategic direction of the
United States military forces.

On 15 June, President Trumen announced his resolution of
the oututanding issues, none of which affected the Joint Chiefs
of' Scaff, The Thomas bill was appropriately amerded, and
heurings resumed, Navy witnesaes, however, opposcd this re-
vised vorslon, leading to a poatponement of further consider-
ation until the 80th Congreas convened early in 1947,

Secrstaries Patterson and Forrestal chose not to wait
until the BOth Congress convened to conaider the matter fur-
ther, They appointed Qeneral Noratad and Admiral Forreat
Sherman to develop a blueprint for unification upon which
l1egialution could be based. On 16 January 1947 the concluatons
reuchved by the two officers were rforwarded to the Prenident by
the Geraretavy of War and Navy as the plan uader which the two
departrents could agree to unify under & aingle Seoretary of
Nutional Defenae, _

President Truman concurred with the proponal, and Admi-
1rul Sherman and General Norstad then drafted a b1ll buued on
their plan, The President on 26 February forwarded i to both
?u?ncn of Congrcun @as the propoucd Nationul Sccurity Aet of

VT,
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Following several months of hearings and debate, the
Congtrous passed the legislation in amended form as Public
Luw 053, The dmundments generally oconcerned further limi-
tation on the poweras of the Searetary of Defonae and pro- -
vigion of additional safeguards for the Navy air arm and the -
Marine Corpas. The provisions aonceyning the Joint Chiefs of
Staff, however, remained unchanged. They were, in effect,

the propossls developed by Oenersl Norstad and Admirsl Shermen. '

The provisiona were as follows:

{ There 18 hereby established within the
National NMilitary Establishment the Joint Chiefs
+of Steff, which shall consist of the Chief of
Staff, United Statea Army; the Chief of Naval
Operationa; the Chief of Staff', United States Alr
Force; and the Chiel of Starf to the Commander in
Chief, if there be one.

(b) Subject to the authority and Airection
of the President and the Secretary of Defenae
1t shal) be the duty of the Joint Chiefs of Staff --

(1) to prepare strategic plans and to
provide for the strateglc direction of the
military forocs; _

. (2) to prepare joint logistioc plans.
and to assign to the military services .
logistie rcaponlibilttion in accordance
with nuch plans;

(3) to establish unified commands 1n
strateglc sreas when such unified commands
are in the intereat of national security;

(4) to formulate policies for joint
trlining of the military forces; .

(5) to formulate
nating che education o
- military fobces;

olicies for ooovdi°
members of the

. (6) to review major material and per-
sonnel requirements of the military forces,
in accordance with strateglc and logistic
rlans; and
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(7) to provide United States represent- [
ution on the Military 3taff Committee of the ) :
United Nationa in accordance with the pro-
visions of the Charter of Ehc United Nations.

(¢) The Joint Chiefs of Staff shall act au
the peincipil military advisers to the President K
und the Secretury of  Defense and shall perform ' ‘o
auch other duties as the President and the Secre- A
gnr of Dal'unse may direct or as muy de prenyribded
y law,

The funetiona agaigned to the Joint Chiefs of Stuff were, .
ln lurge pact, those that had becn sgreed to by Sceoretarier .
futteraon and Forreatal in May 19406, There wag, liaowever, one :
. tlgnlt'icant deletion from the suthority proposed by the two: .
) Secveturion, in their version, the Jouint Chlefs of Staff -
were to "muke recommendationa for integration of the military L.
budget." Pudbllc Law 253 made no specific provision for a o !
budiietarcy function of the Joint Chiefs of 3taff. : ‘ » :

Public faw 253 also provided for a Joint Staff, a pro-
pousdl originally offered in the Eberstadt Report and ravived
by Ueneral Norutad and Admlral Sherman for inclusion in the v
draft  tional Sccurity Act, ‘The appropriate provision of \ ’
Mablic Law 253, unchanged from the bill as originally intro-
tHuced, were 8a follows: . .

There nhall be, under the Joint Chiefs of
Stuff, a Joint Staff to conaist of nou to exceed .
ont hundred officers and to te¢ compoeed of approx= . F o
tnotely equal numbers of officers from edch of the ﬁ
three armed aeprvices, The Joint Starf, opereting
under a Dircctor thereof appointed by the Joint
Chtlel'n of Starf, shall perform such duties as may
he directed by the Joint Chicfs of Staff, The
Mprector nhull be an aofficer Junior in grudo to
ult membern of the Joint Chiefs of Steff,
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Qrzanlelng the Joint Skaee

With the ulgning of the Nutional Sceurity Aat of 1947 by
rentident Truman, the Joint Chiefs of Stufr began cunulder=
— atton of the implementation of the provisions aClecting theip
. organizetion, Thin procens began on 8§ Auguat when Admirud
e “Chester W, Nimtty, Lhe Chief of Naval Operutions, propoinct
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thut the Joint Chiefn of Ytaf'f continue the existing
utructury of' purt-time Iinterservice cummittcoeu, with their
full-time suppirting groups incorporeated in the new Jolnt
Starr. Admiral Nimitz also recommended that the Joint Chiels
ol Stafrf approve a directive to the Director, Jaint Staff,
upelling vut hig supervisory dutieas over the Joint Staffl and
“Impouing & speciflc limitation on hla authority. The
Director would be required, according tc Admiral Nimitz's
propoual, to forward all reports of JCS committees tc¢ the
Joint Chiefs of Staff. In ceses involving split opinlons,

- 2

»
-
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e e e e
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however, he would be suthoriged to submit his own vicwa along
with those of the majority and minority membera or the com- {:‘\
>

|
f
E : mittee.
]

The Acting Chiel of Staff of the Army, while he agreed
with Admiral Nimits on the nced to proceco immediately with
) the reorganizetion of JCS agencies, proposed that the details
be worked out by the officer selected to be Director of the
Juint Staff., He asccordingly recommended, 8nd the Joint Chiefs
ot Stafr approved, -that the Director be selected at once and
be directed to recommend & atatement of functions for the
: Cirector and an intemal organization for the Jcint Stufl,
. In preparing his recommendations tha Director was to take Into
E . contideration the views of Admirsl Nimite,

,"3 -~y
- -
> -] »~-

i MaJor General Alfred M. Gruenther, USA, was named by the
| Julnt Chiefr of Staff to be the irst Director, Joint Staff,

: ' on 4% Auguat, After considering th2 opiniona and recomnenda-
tions of individualas both within and outaide the JC3 organt-
vation, GQeneral Gruenther autmitted his plan to the Jouint

-

C“A
e

' Chiefs of Staff on 26 Septemher 1947, The plun encompaused a [
ntatument of functions for the Director, Joint Staff, an s
] ; organization for the Joint Staff, and a baslec stalf prouvedure. v
. ~d
i ‘ Underlying Qenorsl Gruenther's propoauls way the premise, t
] : haited on the proviaiona of the National Security Act, that )
4 the Juint Chicfs of Staff would function as a planning, al
coordlnating, and advigory dbody, not 88 An operating or imple- !
moenting group, The Joilnt Staff proposed by Generul Gruenther -
wiil Lhierefore deuigned to support the Joint Chiefa ol Stare e
- in thio role, The Jaint Chiefsa of Staff approved tnc plon on b
| 26 Octobor 1947, .
[N ]
The new Joint Staff represented 8 modification nf and et
addition to the cxisting committee atructure, It aconsinted }
of the office of the Director and three otaff groups--the Jolnt e )
Tntellimence Group, the Joint Strutegic Plans Group, #nd the ;j
Joint Logiutien Plans droup. Thease groups, which were !
]
LXK
-i
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e tsantions for the existing Joint Intelligence Staff,
Juint Wap Plana Jommittee, and Joint Logistics Plana Com-
mittee, wouid continue to auppert the appropriate svenlor
purt-time interservice committee, The membership of Lthene
comnitteea, howcever, hud been droadensad to ‘nclude on each
the Jdivectopr of the upproprriote supporting Jjoint stul't group.
In uddition, while the Joint Inteiligence Committeer continued
under the name title, the names of the othar two were changed
uu follows; the Joint Staff Planneru became the Joint
Strateiste Pluns Commlttee; the Joint Logistics Committew be-
cume the Joint Logirtica Plans Committee, The wors of the
other JUS Committee ', whlch were not purt of the Jolnt Staf'f,
ulao came under the g eneral supervision and cocrdinatlon of
the' Dircetor. ‘Theae committecs were the Joint Comnunicationn
Moard, the Joint Clvil Affuirs Committee, the Joint Military
Trancportation Commniuvtee, the Joint Meteorological Committcee,
the Army-Navy Petroleum Board, mnd the Jolnt Munitions Allo-
cutions Committee,

The Joint 3trategic Survey Committee. the Joint Secre-
turtat, the listorlical Seaction, and the US Deleggation to the
N MIM1ltary Staff Committee were placed outside the Joint

" Staff and directly under the Joint Chlefa of Staff,

The fanctiong of the Director, Joint Staff, were gener-
ally to supervian and coordinute the work of the Joint Staffl,
He wdn to assign, problems and studies to appronriate com-
ponents of the Joint Staff and insure that the necesnury
reportd were completed and submitted to the Jolnt Chlefs of
Stalt, His supervisory functions did not, however, include
the power to approve or disapprove the vreports before sub-
mlaslon, This power remalned with the joint committeen, but
the Director wan authorized to submit hla own recommendutlons
ulong with the committee reports, .

The Joint Chiefs of Sturf organization regulting {'1row the

cnuctment of the Natlonal Seeurity Act of 1947 is ahwwn in the
roYtowing chil. (Chart IV),
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i The reorganization of 1949 was sccomplished by legls-~
latlion entitled the National Security Act Amendments of 1949,
Y l which was signed by President Truman on 10 August 1949, This

law strengthened the direction, authority, and control of the
ducretary of Defense over the elemente of the National Mili-
tary Ratablishment, which was now redesignated the Department
& " of Defense. The law also created the position of Chairmar.,

2 Joint Chiefs of Staff, thereby providing an officer tc pre-
T side over the meetings of the Joint Chiefs of Stuff and

<

“

generally to expedite their buainesz (though having no vote :
in their decisions), This new position replaced thut of the . i
Chief of Starf to the Commander in Chief, which had been ) |
ullowed to lapse with the 1llness and subsequent retirement
e of Admiral Leahy, early in 1949. The Joint Chiefs of Staff: K,

were designated as principal military advisors to the National '’ P
™ Sccurity Council, as well as to the President and the Secre- Ne
tary of Defense, The maximum personnel strength allowed the
Joint Staff was increased from 100 to 21C officers,

s 0 Coron g

’
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- These amendments had their origin in the experience of

umw the first Secretary of Defense, James V., Forresta), in adminis- .
: tering the 1947 Act. Secretary Forrestal had soon found the .
- FT 1.2ed for a single officer to advise him on military problems .
. and to provide liaison with the Joint Chiefs of Stafr. For
this purpose, he turned to General Gruenther, Director of the :
. Joint Staff. In the spring of 1946 he sought to have General .
. Omar N. Bradley, Chief of Staff, US Army, asaigned &as his ',
- principal military advisor, but both Bradley and Secretary of .

. the Army Kenneth C. Royall objected that the Gencral waa

: needed in his curren* position. Luter in the year, the Secre-
&b tary arranged to have General of the Army Dwight D, Elsenhower
recalled to active duty to serve as unofficial chalrman of tho !
Joint Chiefs of Staff for a pericd of several months beginning '
in January 1949, l

{
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N In his firat annual report as Secretary, Mr, Forrestol

N made clear nis conviction that there should be a "reaponsible
head" f'or the Joint Chiefs of Staff, One of the JCS members
mirht. be selected for this purpose, or a fourth off'icer might . :
be appointed to the poasition, Inh elther event, the Chairman ‘ i !
e "sihould be the person to whom the President and the Secretary |

) o' befense look to Bee to it that matters with which the Joint g
. Chicf's ahould deal are handled in a way that will provide the i)
f ' bent military otaff acsistance to the Preaident and the Scerc- P
- tary of Defensc," The Scerctary belleved that the Joint Staff
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should be enlarged and that the provision for JC3 membership
for the Chief of Staff to the Commander in Chief should be .
abollshed, He also set forth his conviction that ‘the Secre-
tary's authority over the National Military Establishment
should be clarified and strengthened, ~
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The Secretary obtained another opportunity to presemt -
hls views aa a result of the creation of & comrission to sur-
vey the operations of the Federai Government. Mr. Forreatal

) - had, in fact, been instrumental in instituting the legislation.
! . (the lLodge-Brown Act) under which this commisaion was estad-
: ‘ lished; he served as a member of it, but did not participate
: ' in the preparation of the commission's final report. Pormer
X - Predidynt llerbert ¢. Hpover was named chalrman and Under - ]
Uecretary of State Dean Acheson, vice-~chaimman, Other members
, : were Arthur 8, Plemming, George H, Mead, George D. Aiken,
! ) Josepn P. Kennedy, John H, McClellan, James K. Pollock,
Clarcnce J, Brown, Carter Manasco, and James H., Rowe, Jr.
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3 z _ To carry out an intensive survey of the National Military [Jf}‘ ’ i
: . Establishment, the commission set up a special committee, or { R
; b “task force,"” headed by Mr. Ferdinand Eberstadt, Other members -
b t ware as follows: Raymond B. Allen, Thomas P, Archer, Hanson W, I}s;} §
; . ; Raldwin, Chester I. Barnard, Charles W, Cole, John Cowles,’ ' e i
E J. S. Xnowlson, John J. McCloy, Frederick A, Middlebush, P 1
1 : Robert P. Patterson, Lewis L., Strauss, J. Carlton Werd, Jr., {zkiy Lol
' : and Robert E, WOgd. The committee took testimony from Secre- o { |
b ! tary Porrestal, I'rom the members of the Joint Chiefs of Staff, Vo ;
L :; and from & long 11ist of other military and civilien offictals. rfg .
:7 : . * ; :u ' B
L ¢ _ The Eherstadt Committee's report unmistakably reflected 2 f: . !
. ! the views of Secretary Forrestal, The members recommended y 1
. i that the Secretary be given clear authority over the defense ??g'u A
9 : cotablishment and that he be provided additional assistance, My i
. ; military and ecivilian. He should be authorized to designate ¢ A
L p one ot the JCS members as chairman, with the responsibility i1y
1 ' for "expedlting the business of the Joint Chiefs of Staff and oy |
3 . f'or keoping thelr docket current,” but with no command authori- i i ;
d ; ty over his JCS colleagues. The report also recommended that . i E
x | the Yeeretory take advantage of a provision in the existing §7 { i ;
4 I law to oppoint a "principal military assistant, or chicf stare s i
‘1 ot'ticer,” This appointee should sit with the Joint Chiefs of : !
- : Staff, but should not he a menber thereof. He should be Fiy .
4 { regponeible, in the Secretary's absence, for presenting and W NN -
{ interpreting the Secrctary's vlewpolnt, and also ror bringing ‘
i "spitt" JCS decisions to the attentlon of the Secretary, He 'S
\ would thus play somewhat the same role as that in which the g:‘
. i
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Director of the Joint Staff had been osat by Secretary :'.;5

Forrcotal, ‘The Committee further agreed with the Secretary
that the Joint Staff should be "moderately increased.”

One of the members, Mr., Robert P, Patteraon, wished to
go Carither and combine the three Military Departwents into
onc Department of Defense., The rest of the Committee, how-
ever, did not endorse his views, Another, Mr, John J. McCloy,
urged the creation of & single, overall Chief of Staff, who
would serve #s the Chairman of the Joint Chiefs of Steff und
have. "at least the power of tarminating discuasion in that
body after he had given ful' opportunity for discussion."

The Hoover Commission not only published and dissemi-
natrd the report of the Eberstadt Committee but slso prepared
one of its own. on natlional security organlzation in which
even greater statns and authority was recommended for the
Secretary of Defense, The Commission desired to reduce the
Service Secrctaries to the atatus of Under Secretaries of
Defenge, without Cabinet rank, recommendstions that even Mr.
Patterson had not mede, The Commission's report also endorsed
the proposal for a JCS Chairman, apparently envisioning him

‘an 8 fourth asppointee and not' as one of the three incumbenta

elevated above his colleugues, The vice-chairman of the Com-
micsion, Dean Acheason, supported by three other members,
echoed Mr. McCloy in urging a "single Chief of Staff,™ whe

would have control over the Joint Staff and serve as principal'

advisor to the Secretary and the President, These conclusionsa
went beyond the views of the majorlty of the Commission.

President Truman incorporsted the major conclusions of
these two reports in a message tc Congress on 5 March 1949,
He recommended that the Natioral Military Establishment be
converted into an Executive Department, to be known as the
Department of Defense, within which the existing Departments
of' the Army, Navy, and Air Force would be redeasignated as
mllitary departmenta, The Secrecary should be given clear
reaponsibility for exercising "direction, authority, &nd
control" over the Department of Defense, He would be
empowered to make "flexible use" of the Joint Chiefs of Statr
und the other agencies aet up by the National Security Act or
1947, such 88 the Munitions Board snd the Recearch and
Development Board, Finally, there should be a Chalrman of
the Joint Chiefs of Staff, nominated by the President and
confirmed by the Senate, who would take precedence over all
military personnel and be the "principal militery adviser to
the President and the Secretary of Defense,"

.
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Shortly thereafter Senator Millard Tydings of Maryiand, -
Chairman of the Senate Aimed Jervicey Committer, drafied a R
b11l intended to give effaoct to the President's proposals,

In some ways it went beyond the P :ident in the degree of
vuthority nroposed for the Secrctary of Defence, Por example,

! 1t would confer upen the Secretary the right to sppoint the -

? Director of the Joint Staff. The duties of the Joint Chlefs

f of Staff were enumerated as in the 1947 ar!, but it was

: ‘apecified thiat the Joint Chiefs of Staff world perferm these
dutica, or others, at the "discretion®™ of the Seeretary eof
Defense. All statutory 1imits on the aizy of the Jaoiri Stuff
were to be removed, :
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’u Sccretary Forreatal nert o druft of th.s bill to the
t Jouint Chiefe of Staff for comment on 15 March xsﬁgén Two
r 1
|
i
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monthy earlier, he had asked the Jcint Chiefa o f whether,
in their view, the functions assigned them bv the 197 Act .
should be revised. . : .
3 . The Joint Chiefs of Staff replied to both requests on § o
: ; ; 2% Mavch 1949, They volced nn major objections to the \
. ’ Tydings bill but suggested changes that would delimit more C
i ' clearly the status and duties of th: Secretary and the pro- o
‘ * poted JCS Chairman., The Joint Chiel's 'of Staff believed that ta
it should be specified that the Chairman would not, by virtue i A
3 of his office, exercise militsry crmmand over the cther JCS - i
g members or the Services, Moreuver, 1t shoald be made clear Lit |
: that the Chaiiman, in giving advice to the Preaident amrd the { !
. Secretary of Defense, would be acting in his capacity as .JC3 i ;
i Chairman, not @s an individual, The purnose uf this JC3 N 3
¥ recommendation was to indicate that the Chairmen would be Lot :
: erpected to present the views of his collesgues, 83 well as : 4
® his own, on any 1ssue., The Jo!nt Chilefa of Staffl belleved TT ; y
: ‘ that they themgelves, and nct the Secretary of Defense, should s’
_ . appolnt the Director of the Joint Staff, They found no {
: : fiwlt with the dutlies aasigned by the 1947 law, but recom= -1 1
: i mended that theie continue to be prescribed by statute and i} ’
; ' . not left Lo the Seeretary's discretion, -4 1
' ' : This latter recommendation wus unacceptable to Secretany gf -
: Foreslnl, who veminded the Jolnt Chiefs of Stur: that Loy
' Prosldenl. Truman had. cxpressed n [irm desire to give the }
i Secretary flexible suthority. The other JCS proporAla were ::}
X .acceptable, and he promised to submit them to the Buresu of L
: the Dudiet and to Conpress, Subsequently, his succengor, (*
\ Louias Johnaon, sent S/nator Tydinga copins of Lhe exchange of -— e
, viewis between the Sec etary and the Joint Chicrla of Staff, R
t -
1Y : s |
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inittcating that the Bureau of the Budget had approved only
one (the recommendation that the Chairmen not exercize mili-
L tary command). .

et P oL e e ki, .;J

T

The Senate Armed Services Committee opened hearings on ;
the Tydlngs bLill on 24 March 1949. The first witnesg wan :
Sacretary Forrestal, who was schedule) to leave office in a
- t'ow days. Il¢e gove general approvsl to the measure, while ad-

; mitting that minc s amendments might later be found desireble,

¢ ife caplained why he had in some degree altered the vicws that

- he hetd expressed in the early days of the unification debate.

i Concerning the proposal for & JCS Chairman, the Secretary

N explained that Goneral EBisenhower's performance in thia rvle

had shuwn "how nuch more in the way of results can be attsin-’

ed by a man who is sitting over them directing and dJdriving

the cumpletion of unfinished business." Ir his view, the

Chairman's Job would be to provide the ugenda for JCS meetings,

s to see that the business of the Joint Chiefs of Staff was N
' "vigoroualy prosecuted,” to seek to induce agreements, to

identlfy those 1ssues on which no agrecnment was possible, ard

to advise the Secretary of Defense. He would not, however,

exerelise command, nor would he himself mokv sny decisions

when the other JCS members cculd not agree.
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ro Subsequent witnesses included Mesara, Hoove~ and

D » Everstadt, former Secretary of War Patterson, Secretary of

. the Army Kenneth C. Royall, and Dan A. Kimball, Aasistant

. Sceretary of the Navy for Alr (apeaking in the absence of the
! Secretary, who. was 111), None of these opposed the bill,

1 vlthouzh Mr, Patterson alone fully supported 1t as wiritten,

y The atrongent reservation came from Mr. Fberhardt, vho belicved
that it would confer upon the Secretary of Defense and the

JCS Chairman a degree of power that would be dange:ous, He

' helleved that the law should atipulate that the Chairman would
! not ocutrank the other JCS members and would not exercise
command or military authority over them, and that he wsula
nerve & f'ixed term of office., He also urged that the Joint
Chiefs of Staff as a group, and not mera2ly the Chairman, be

| numed as advisors to the President and the Secretury, Hls

o viewpoint on the atatus of the Chairmen was upheld by ex-
Prealdent llovver, who addad the supgestion that the Chairman

f should be given ro vote in JCS decieions, Sccretaries Ximball
N snd Royall, while not seriously obje~ting to the provisions
»h relating to the Chairmen, agreed thav 8 limited term of office
; would be cooirable (Mr, Kimball recommended two years).
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All three mombers of the Joint Chiefs of Starf were
called upon to testify, Admiral Denfeld, the senior member
uf the group, acted as apokesman and presented thc recommen-
uutiona that he and his colleagues had made earlier to the

. Secretary of Defensc. The senstors ahowed themselves

generally sympathetic to the JCS viewpoint, The question of
® limitatlon on the ulze of the Joint Staff was introduced.
Mr, Eberstadt, in his testimony, had suggested a celling of
200 officera, Admiral Denfeld told Senator Tydingas that the
Joint Chiefs of Staff had dlscussed this question with Jeneral
Gtuenther, who had suggested 250 us 3 reasonable number.

Inlthc ¢nd, the Senate and the Rouse of Representatives
modified the Tydings dill consideradbly in the dircction reconm-
mended by the Joint Chiefs of Staff, as well as by Mesars,

Eberatact and Hoover. The Chairman was to asrve [for two years,
. and was to be eligidle for one reuppointment only, except in

time of war when there would be no li{mit on hls recappointment.
lie would take precedencs over all other officers of the Armed
Forces, but would not exercise military command over the Joint
Chiefe of Staff or the Services. Hia dutiea were carefully
prescribed as follows: . : . .

(1) To aserve as the presiding officer of the
qunt Chier's of Staff. . . :

(2) To prrovide aganda for meetings of the
Joint Chiefs of Staff and to assist the Joint Chiefs
of Staff to prosecute their business as promptly as
practicable.

(3) To inform the Secretary of Defense and,
when appropriate as determined by the President or -
the Secretary or Defense, the President, of those
issues upon which agreement among the Joint Chlefs
of Staff hus not been reached,

The advisory function was ascigned to the entire JCS
membership, not meroly to the Chairman. The JCS duties were
liated, ossentially aa 4in the 1947 Aant, in langnage that did
not lcave the assignment of these tasks to the Secretary's
dJdiaeretion, The Joint Chiefs ol Staff were to ccentinue to
appoint the Director of thc Joint Stuff, and a limit of 210
officcrn wan established for that body.

™n summury, it 1o clear that the initiative for the 1949
reorgunlzation came from Secretary Forrestal, The ccntinuing
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g The veorganizalion plan that the Joint Chiefa of Staff ;
approved provided for a Joint Staff arranged in the numbered ‘ _
J-Dircctorates of a conventional military ataff. In this { , J
\ form 1t would be orgunized to work effoctively with the g 1
uimilar ataff struc 5
|

ures of the uniticd and specifiad commands.
Pfransition to the new arrangement would be accomplinhed by []‘
realignmont and redisignation of the existing Joint Steff
Qroups, accompanied by & phased absorption of additionsl
porsonnel. From this process would emerge & Joint Staff ll<
composed of the following elements: '

J-1 Personnel Directorate . "
! J-2 Intelligence Directorate [} -
J=3 Qperations Directorate 1Y

. J-I Logistics Directorate
J-5 Plans and Policy Directorate
J-6 Communications-Electronics Directorate
Joint Military Assistance Affalirs Directorate
Joint Advanced Study Group
Joint Programs Office,
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With the spproval of the Secratary of Defense, implementa-
: tion of the firat atage of the JCS plan began on is August

. L 1958. The existing Joint Strategic Plans Group was divided

: to form the nucleus oOf the new J-3 and J-5 Directorates.
Similarly, the Joint Loglatics Plans Group supplied the
; initial personnel for the J-1 and J-4 Directorates. The
Joint Intelligence Qroup became J-2, and the Joint Communica-
- tions-Flectronics Group became J-6.
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? During this same pericd of organizational realignment,

' the Joint Chiefs of Stafr progressively assumed operatlonal -
! reaponsidility for the unified and opecificd commands, which
! pansed from the control of the military departments that had
. thoretofore served as executive agencies, Roth thils transfer
k } : of responsibility and the reordering and expansion of the

] Joint Staff were completed by 1 January 1959,

' on 18 Auguat 1948, General Twinigg:had requested the -

; Sccretary of Defense to authorize a Joint Staff of 356 officers
and 79 other personncl and an overall strengih of 902 for the
Organization 0" the Joint Chiefs of Staff. Secretary McElroy.
did so on 23 August, . _
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' e { A further asnect of implementation of the 1958 .reorganise-
: L. v tion was the necessary revision of two bhasic Department of
, § T Defonse Directives. DOD Directive 51C0.1 defined the functions
of the Joint Chiefs of Staff and the military departments,
% while DOD Directive 5158.) was the document that established
¥ the mathod of oparation of the Joint Chicfs of Steff and
& thelr relationahips with other staff agenciea of the Office
3 Of the Secretary of Defunse, Development of draft revisions
of both directives began in September. During the extended
& conaultations that followed, the Joint Chiefs of Staff and
clements of' the Office of the Secretary of Dofense providad
conents, and differencea were adjusted in meetings of the
Armed Focues Policy Council. On 31 Decemdber 1958, Secretary
McElroy issucd the final version of both directives,
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o The formal statement of the functions of the Joint Chiefs
of Staff contained in I'OD Directive 5100.1 reiterated thiir -
legislative dasignation as the princlpal millitary adviacrs

" to the President, the Naticnal Sacurity Council, and the
Sceretary of Defense. It also spoke of them as conatituling
the immediate military ataff of the Secretary of Defense,
serving in the chain of operational command cxtending tf'rom
the Presiaent to the Seeretary of Defense, through the Joint
Chiefa of Staff, to the commanders of uniried and apecified
commands, The Joint Chiefs of Staff were to recommend to the
Secretary of Defense the establishment and force structure of
unjficd and specificd commands and the assignment to the
military departments of responsibiliiy for providing support
to such commands; also they were to review the plans and
progrnms of commanders of unif'ied and specified commands,

The basic planning function of the Joint Chiefs of Staff was
dircctly related to the operational ‘command responsaibility
by the tollowing provision of the DOD directive:
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To preparc ntrategic plans and provide for the
strategic directicn of the armed forces, including
the dircction of operations conducted by commanders
of unit'icd and spocified commands and the discharge
of any other functisn of ccmmand for ench commanda
dirccted by the Secretar; of Defense.

The remaining functions of the Joint Chiefs of Staff
wore otated to be: (1) prepare integrated loglatic plans
and plang for military mobilization, (2) review major
porsonncel, materiel, and logistic requircments of the armed
forcen in relation to strategic and logistic plans, (3)
recommend the assignment of primery responsibility for any
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function of the nrmeld forces requiring such determination
and the tranofer, reassignuent, abolition, or consoiidation
of such functions, (U) provide Jjoint 1nteill¢cnc0 for use

. within the Department of Defenne, (5) establish doctrines
for unified operations and training and for coordination of
the military education of members O1r the arved forces, iG)
provide the Secrets 'y of Defense with statements of military
requirements and steategic guldance for use in the developmont
of budgetn, foreign military ald programs, indunirial mobiliza-
tlon plans, and programs of saclentifiec rescarch and develop-
ment, (7) gnrticipate a8 directed, in the preparation of
combined plana ror-miiltary action in conjunction with the
armed (‘orces of other nations, and (8) provide the Unitea
States representation on the Military Staff Committae of the

. IInlted Nations and, when authorized, on other military staffs,
boards, councils, and missions.
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Development ot the Joint Staff Subsequent to 1958

: § lioc major recryganiection of the Joint Chilefe of Starf -
took place after 1958, Neverthuless, the structure of the
Creanization of the Joint Chiefs of Staff in 1969 (See

(Choet IX) dittered in some respects from that of 1959.

‘ It continued to evolve in respontc to the cnlarged role of

L the Joint Chiat's of Staff as a military staff supporting the
3 Seeretaory of Dofense., The Joint Chiefs of Staff approved

: various proccdural changes, dealeried to implement fully the:
leglulative pravision that the Joeint Staff should "operate
along conventionsl staff lines." Also, the Chairman directed
sueccetsive changes that gancrally followed s pattern of
conftolidation of functions within the Joint Staff directorates,
with a corresponding reduction in the number of separate
aguncies reporting to the Director, Joint Stafr,
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' Among the more Iimportant changes, the National Military
Command Center came into operation in 1962, outside the Jeint
Staff but under the supervieion of the Director for Operations,
, J=33 the J-2 Tatelligence Directorate was dimestiblished oun
1 July 1963, 1ts functions and responsibilitiesn being anaumed
’ by the Defense Intelligenca. Agency; the Joint Strategic Survey
Council, last mujor agency of tha committee Lype, dating from
World War TI, wos diccatablinhed effective 31 July 1964,
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All changea in the organization were offected under the

stntutory limit on the sive of the Joint Staff and thua r i
occurred mainly in other elements of the organization, with ;j\ ]
the approval of the Secretary of Defense,
- .'\-\ k !
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_ The chaugeo in the structure of the Organisution of the
Joint Chiels of Staff that have taken place since 1 June 19%4
u: R;‘looud in the following charts {Charts VI, VIII, :
an . .
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